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FOREWORD 


O r g a n i z a t i o n s a r e n o w e x p e r i e n c i n g m a s s i v e c h a n g e s a n d for 

p r o l o n g e d p e r i o d s . W h e t h e r w e o b s e r v e this a s c u s t o m e r s , 

c l i e n t s , s u p p l i e r s , e m p l o y e e s , or m a n a g e r s , w e k n o w that the 

c h a n g e s a r e n o t s u p e r f i c i a l . B y the e n d of t h i s m i l l e n n i u m , 

o r g a n i z a t i o n s t h a t are fit to s u r v i v e w i l l n e e d to l e a r n h o w to 

t r a n s f o r m t h e m s e l v e s c o n t i n u o u s l y i n o r d e r to a d a p t to, a n d 

s h a p e , t h e i r e n v i r o n m e n t s . 

M a n a g i n g t h e p r o c e s s e s of c h a n g e is c o m p l e x . It r e q u i r e s a n 

u n d e r s t a n d i n g of the m e s s y , e m o t i o n a l a s p e c t s of t r a n s i t i o n . T h e 

b e s t p l a n s c a n g o a s t r a y w h e n p e o p l e d o n o t e m b r a c e c h a n g e 

a n d are n o t h e l p e d to m a n a g e their feel ings a b o u t it. S u c c e s s f u l 

m a n a g e m e n t of c h a n g e r e q u i r e s a t t e n t i o n to b o t h the " w h a t " 

a n d the " h o w " of c h a n g e . 

I n m a n a g i n g c h a n g e a n d o r g a n i z a t i o n a l d e v e l o p m e n t , e x e c u ­

t i v e s m a y f i n d it h a r d to step o u t s i d e the o r g a n i z a t i o n ' s c u r r e n t 

c u l t u r e , a n d s o t h e y get c a u g h t u p i n " i m p r o v i n g w h a t w e 

a l r e a d y d o " , r a t h e r t h a n r e v i e w i n g " w h a t e l s e w e s h o u l d b e 

d o i n g " . M a n a g e r s therefore often s e e k h e l p f r o m c o n s u l t a n t s , s o 

t h a t t h e y c a n m o v e to a n e w f r a m e of reference a n d b e g i n to 

i m a g i n e n e w p o s s i b i l i t i e s . C o n s u l t a n t s m a y b e i n v o l v e d f r o m 

i n i t i a l l y f a c i l i t a t i n g the f o r m u l a t i o n of the s t r a t e g i c p l a n , 

t h r o u g h to the p r o c e s s of i m p l e m e n t a t i o n . 

I f m a n a g e r s i n t e n d to w o r k w i t h a c o n s u l t a n t , t h e y n e e d to u n ­

d e r s t a n d w h a t it i s that the c h a n g e p r o c e s s d e m a n d s a n d w h a t 

the c o n s u l t a n t c a n offer. T h i s i s n o t e a s y for the m a n a g e r , w h o 

h a s the d u a l t a s k of s p e c i f y i n g w h a t the c o n s u l t a n t i s to d o , 

w h i l s t n o t p r o d u c i n g s u c h a t ight b r i e f that the c o n s u l t a n t c a n ­

n o t e x e r c i s e h e r or h i s expert ise . F o r c o n s u l t a n t s a n d h u m a n 

r e s o u r c e s p r o f e s s i o n a l s , too, the t a s k i s d a u n t i n g . H o  w c a n t h e y 

xi 



k e e p a b r e a s t of c u r r e n t t h i n k i n g a n d e x p l a i n to their i n t e r n a l a n d 

e x t e r n a l c l ients exact ly w h a t their role is a n d w h a t benefit t h e y 

c a n b r i n g ? 

T h i s m a n u a l i s d e s i g n e d to fill this n e e d . It p r o v i d e s a n u n d e r ­

s t a n d i n g of the n a t u r e of o r g a n i z a t i o n a l c h a n g e a n d h o w this 

n e e d s to be a d d r e s s e d . It p r o v i d e s a m a p of h o w m a n a g e r s a n d 

other p r o f e s s i o n a l s c a n w o r k together to a c h i e v e success . T h e 

roles of c h a n g e agents a n d c o n s u l t a n t s is e x p l a i n e d . H o  w t h e y 

c a n a s s i s t i n the f o r m a t i o n of n e w o r g a n i z a t i o n s , w i t h flatter, 

l e a n e r s t r u c t u r e s , is e x p l o r e d . K e y i s s u e s i n m a k i n g these 

c h a n g e s w o r k i n p r a c t i c e — f o r e x a m p l e , m a k i n g t e a m s effective 

a n d e m p o w e r i n g staff—are i n c o r p o r a t e d . 

T h i s b o o k i s w r i t t e n i n a d o w n - t o - e a r t h style i n a f o r m that 

m a k e s these c o m p l e x c o n c e p t s accessible to m a n a g e r s , c o n s u l t ­

ants , a n d h u m a n r e s o u r c e s professionals . T h e text is a l i v e w i t h 

d i a g r a m s , tables, a n d g r a p h i c s , so that i n f o r m a t i o n i s a v a i l a b l e 

at a g lance. T h e a u t h o r s also k n o w that m a n y r e a d e r s w i l l be 

f a s c i n a t e d w i t h this topic a n d w a n t to f o l l o w it u p ; the e n d 

s e c t i o n p r o v i d e s a d i r e c t o r y for further s o u r c e s of i n f o r m a t i o n 

a n d assistance. 

T h e a u t h o r s are a l l e x p e r i e n c e d p s y c h o l o g i s t s a s w e l l as c o n s u l t ­

ants. T h i s p u t s t h e m i n a n excellent p o s i t i o n to p r o v i d e the 

r e a d e r w i t h a p r a c t i c a l g u i d e to the essentials of o r g a n i z a t i o n a l 

c h a n g e w i t h o u t a v o i d i n g the difficult i s s u e of g u i d i n g p e o p l e 

t h r o u g h the p r o c e s s of transit ion. F o r those w i t h r e s p o n s i b i l i t y 

for faci l i tating a n d a c t i o n i n g o r g a n i z a t i o n a l c h a n g e , this u p ­

d a t e d a n d e x t e n d e d e d i t i o n of the m a n u a l w i l l p r o v i d e a n 

i n v a l u a b l e asset. 

D r . K i  m James, B.Sc(Hons) Ph.D. CPsychol. MIPTD. AFBPsS 
Senior Lecturer i n Organisat ional B e h a v i o u r 

C r a n f ield School of M a n a g e m e n t 

C r a n f ield U n i v e r s i t y 
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I N T R O D U C T I O N 


W H A T I S T H I S M A N U A L A B O U T ? 

T h i s m a n u a l is a b o u t O r g a n i z a t i o n D e v e l o p m e n t , a n e x c i t i n g 

a n d g r o w i n g f i e l d of a p p l i e d b e h a v i o u r a l s c i e n c e w i t h f a r - r e a c h ­

i n g i m p l i c a t i o n s for o r g a n i z a t i o n s , for their c l i e n t s o r c u s t o m e r s , 

a n d for t h o s e w h o w o r k i n t h e m . 

W H O M I S T H E M A N U A L F O R ? 

O r g a n i z a t i o n s i n the 1990s a r e i n a state of p e r m a n e n t c h a n g e , 

a n d therefore m a n a g e r s , c o n s u l t a n t s , a n d h u m a n r e s o u r c e s 

p r o f e s s i o n a l s n e e d to k n o w h o w to u n d e r s t a n d a n d w o r k m o s t 

ef fect ively w i t h i n t h i s c o n s t a n t l y c h a n g i n g e n v i r o n m e n t . 

T h o s e p r o f e s s i o n a l s w h o a r e c a l l e d u p o n to i m p l e m e n t o r g a n i z a ­

t i o n a l c h a n g e n e e d a r e a d y r e f e r e n c e to i s s u e s that t h e y m u s t 

c o n s i d e r a n d s k i l l s that t h e y m u s t d e v e l o p to take o n the c h a n g e 

m a n a g e m e n t r o l e effectively. 

W H A T A R E T H E A I M S O F T H E M A N U A L ? 

•	 to i n t r o d u c e b a s i c c o n c e p t s of o r g a n i z a t i o n a l f u n c t i o n a n d 

d e v e l o p m e n t 

•	 to o u t l i n e s o m e k e y s k i l l s i n the s u c c e s s f u l m a n a g e m e n t of 

o r g a n i z a t i o n a l c h a n g e 

•	 to p r o v i d e a f r a m e w o r k i n w h i c h v a r i o u s m o d e l s a n d 

m e t h o d s of o r g a n i z a t i o n a l c o n s u l t a n c y c a n b e i n t e g r a t e d 

•	 to e x a m i n e t h e r o l e of the i n t e r n a l a n d e x t e r n a l c o n s u l t a n t i n 

the m a n a g e m e n t of c h a n g e 

•	 to offer i n f o r m a t i o n for f u r t h e r r e s e a r c h . 
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C H A P T E R 1 

THE WORLD OF CHANGE 
AND ORGANIZATIONS 

Global changes & mega-trends 
Organizations in transition 



2 M A N U A L O F O R G A N I Z A T I O N A L D E V E L O P M E N T 

• GLOBAL CHANGES & MEGA-TRENDS 
It i s a t r u i s m to state that society i n g e n e r a l — a n d o r g a n i z a t i o n s 

i n p a r t i c u l a r — a r e c u r r e n t l y e x p e r i e n c i n g p r o f o u n d a n d w i d e ­

r e a c h i n g c h a n g e . T h e o n l y certainty i s u n c e r t a i n t y itself, a n d , 

w i t h q u a n t u m c h a n g e s a n d d i s c o n t i n u i t i e s i n a l l aspects of life, 

the w o r l d of t o m o r r o w w i l l n o t be l i k e the w o r l d of today. 

T h e v a r i o u s c o m m e n t a t o r s o n this g lobal u p h e a v a l agree that w e 

are i n the m i d s t of a s ignif icant a n d s h a r p t r a n s f o r m a t i o n , w h e r e 

w o r l d v i e w a n d v a l u e s , p o l i t i c a l a n d s o c i a l s t r u c t u r e s , arts a n d 

i n s t i t u t i o n s are al l a l t e r i n g i n w a y s that are difficult to p r e d i c t 

(see F i g u r e 1.1). 

T h e i m p a c t w i l l be felt a c r o s s infrastr u c tu r e , sc ience a n d 

t e c h n o l o g y , the e n v i r o n m e n t , h e a l t h a n d m e d i c i n e , e d u c a t i o n 

a n d t r a i n i n g , l ifestyle, w o r k , a n d b u s i n e s s . T h e c o n t i n g e n t 

c h a l l e n g e s a n d o p p o r t u n i t i e s m a y i n c l u d e : 

•	 the l i k e l y e m e r g e n c e of three dist inct w o r l d g r o u p i n g s (the 

A m e r i c a s , E u r a f r i c a , a n d G r e a t e r A s i a / A u s t r a l a s i a ) 

•	 the c r e a t i o n of s m a l l nation-states 

•	 the g l o b a l i z a t i o n of the m a r k e t - p l a c e 

•	 the g r o w t h i n p o w e r of r e g i o n a l a n d t r a n s r e g i o n a l a g e n c i e s 

•	 the i m p a c t of I T : " t h i n k i n g l o c a l , a c t i n g g l o b a l " 

•	 the i n t e r n a t i o n a l m o b i l i t y of m a n a g e m e n t a n d p r o f e s s i o n a l 

p e o p l e 

•	 the r ise of the " g r e e n " c o n s u m e r a n d c o n c e r n w i t h c o n s e r v a ­

t ion a n d p o l l u t i o n 

•	 the p r o m i s e of b i o t e c h n o l o g y a n d genetic e n g i n e e r i n g 

•	 m o r e b u s i n e s s a l l i a n c e s , p a r t n e r s h i p s , a n d joint v e n t u r e s 

•	 the d e l i v e r y of q u a l i t y , d e s i g n , a n d s e r v i c e 

•	 the c u r r e n c y of " k n o w l e d g e " as the b a s i c e c o n o m i c r e s o u r c e . 



3 C H A N G E A N D O R G A N I Z A T I O N S 

FIGURE 1.1 The changing environment 
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4 M A N U A L O F O R G A N I Z A T I O N A L D E V E L O P M E N T 

• ORGANIZATIONS I N TRANSITION 
T h o s e i n d i v i d u a l s a n d o r g a n i z a t i o n s m o s t l i k e l y to s u r v i v e 

a n d t h r i v e o n these m e g a - t r e n d s are w h a t K a n t e r (1995) cal ls 

" w o r l d - c l a s s " — c o s m o p o l i t a n s r i c h i n three intangible assets: 

•	 concepts—the best a n d latest k n o w l e d g e 

•	 competence—the abil ity to operate at the h i g h e s t s t a n d a r d s 

of a n y p l a c e a n y w h e r e 

•	 connections—the best r e l a t i o n s h i p s , p r o v i d i n g access to 

the r e s o u r c e s of other p e o p l e a n d o r g a n i z a t i o n s a r o u n d the 

w o r l d . 

A n  d y e t there i s 

" . . . no single f o r m u l a or image Multiple possible futures, 

the need for discontinuity almost for the sake of it, m e a n s that 

w e m u s t be able to think imaginatively, to be able to develop 

ourselves a n d , i n generative relationships w i t h others, to 

organise a n d re-organise ourselves continuously . " 

[Pedler, in Fisher & Torbert, 1995] 

T h e c h a l l e n g e for o r g a n i z a t i o n s (and for i n d i v i d u a l s a n d g r o u p s ) 

is therefore i n m o v i n g b e y o n d the e n v i r o n m e n t a l t u r b u l e n c e 

a n d i n d e a l i n g w i t h o r g a n i z a t i o n a l transit ions b y learning a n d 

actively managing change. 

" F o r a n organisation to s u r v i v e , its rate of learning m u s t be 

equal to, or greater than, the rate of change i n its external 

e n v i r o n m e n t . " 

[Revans, in Garratt, 1987] 

B u t w h e r e d o e s this l e a v e u s ? S u c h l e a r n i n g a n d c h a n g e m a n ­

a g e m e n t , i f t h e y are to be s u c c e s s f u l , d o not s i m p l y h a p p e n : t h e y 

n e e d c a r e f u l orchestrat ion. 
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"It is not enough to look at what excellent organisations and 
managers are already doing. It is also necessary to be 
proactive in relation to the future: to anticipate some of the 
changes that are likely to occur and to position organisations 
and their members to address these new challenges effec­
tively." 

[Morgan, 1988] 

This is where the world of organizations—and organization 
development—comes in. 





C H A P T E R 2 

ORGANIZATIONS AND 
ORGANIZATION DEVELOPMENT 

What is an organization? 


Core elements of an organization 


Organizational dynamics 


The effective organization 


The healthy organization 


The learning organization 


What is organization development? 


OD interventions 


7 
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• WHAT IS A N ORGANIZATION? 
" E v e r y enterprise has four organizations: the one that is w r i t ­
ten d o w n , the one that most people believe exists, the one that 
really exists, a n d , finally, the one that the enterprise really 
n e e d s . " 

[Turrill, 1986] 

T h e r e are, of c o u r s e , n u m e r o u s p e r c e p t i o n s of o r g a n i z a t i o n s . 

T h e p e r s o n n e l s p e c i a l i s t m a y v i e w it as a l a r g e o r g a n i z a t i o n 

c h a r t w i t h staff n u m b e r s a n d job d e s c r i p t i o n s . T o the e n g i n e e r , it 

m a y b e a c o l l e c t i o n of m a c h i n e r y , p l a n t , a n d e q u i p m e n t i n n e e d 

of m a i n t e n a n c e a n d r e p a i r . T h e a c c o u n t a n t m a y see it i n t e r m s of 

profits , l o s s e s , a n d b a l a n c e sheets, w h i l e the c l i n i c i a n m a y t h i n k 

i n t e r m s of p a t i e n t s e r v i c e s a n d c o p i n g w i t h m u l t i p l e d e m a n d s . 

W h i l e e a c h p e r s p e c t i v e is i n itself v a l i d a n d r e a l , it i s o n l y p a r t of 

the p i c t u r e ; there is a c lear n e e d to take a " h e l i c o p t e r " v i e w of 

the totality of a n e n t e r p r i s e a n d its activit ies (see F i g u r e 2.1). T h e 

e l e m e n t s of the m o d e l i n F i g u r e 2.1 are d i s c u s s e d further i n 

the n e x t section. 

FIGURE 2.1 A model of organizations 
TRANSFORMATION P R O C E S S 

INPUTS OUTPUTS 

Environment Organizational 
Resources Group 

History Individual 

FEEDBACK 

[From D. Nadler & M. Tushman, "A Diagnostic Model for Organization Behavior." In: Perspectives 
on Behavior in Organizations, edited by J. R. Hackman, E. E. Lawler, & L. W. Porter. New York: 
McGraw-Hill, 1977, Reproduced by permission of the publisher.] 
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•	 C O R E E L E M E N T S 
O F A N O R G A N I Z A T I O N 

I N P U T S 

A  n o r g a n i z a t i o n ' s environment, resources, history, a n d strat­
egies together d e f i n e h o w p e o p l e i n the e n t e r p r i s e b e h a v e , a n d 

t h e s e factors f u n c t i o n a s " s e t t i n g c o n d i t i o n s " , i.e. c o n s t r a i n t s a s 

w e l l a s o p p o r t u n i t i e s . 

The environment 

M a n y of the d e m a n d s m a d e o n a n o r g a n i z a t i o n e m a n a t e f r o m 

o u t s i d e the o r g a n i z a t i o n itself. T h u s the raison d'etre for m o s t 

o r g a n i z a t i o n s is to m e e t s u c h d e m a n d s , e.g. to p r o v i d e a s e r v i c e 

for c l i e n t s . I t is therefore e s s e n t i a l that a n o r g a n i z a t i o n u n d e r ­

s t a n d s the d e m a n d s that it i s there to satisfy. 

Resources 

R e s o u r c e s c a n b e tangible assets s u c h a s c a p i t a l ( e q u i p m e n t , 

f i n a n c e , p r o p e r t y , etc.) , t e c h n o l o g i e s , a n d p e o p l e , a n d i n t a n ­

g i b l e s s u c h a s r e p u t a t i o n o r i m a g e . 

History 

B e c a u s e p e o p l e h a v e m e m o r i e s of a n o r g a n i z a t i o n ' s p a s t , t h e i r 

e x p e r i e n c e s w i l l i n f l u e n c e their c u r r e n t a n d future p a t t e r n s of 

b e h a v i o u r . S i m i l a r l y , the w h o l e o r g a n i z a t i o n a s a n e n t i t y i n itself 

w i l l h a v e a s e n s e of h i s t o r y , w h i c h i n f l u e n c e s , for i n s t a n c e , its 

t r a d i t i o n s , n o r m s , p o l i c i e s , the sort of p e o p l e it attracts a n d r e ­

c r u i t s , a n d e v e n h o w c r i s e s are t y p i c a l l y r e s o l v e d . 



10 M A N U A L OF O R G A N I Z A T I O N A L DEVELOPMENT 

Strategy 

Strategy d e s c r i b e s the p r o c e s s of d e f i n i n g h o w a n e n t e r p r i s e ' s 

r e s o u r c e s c a n be best d e p l o y e d for o p t i m a l o r g a n i z a t i o n a l effec­

t i v e n e s s . It i n v o l v e s the identif ication of o p p o r t u n i t i e s i n the 

e n v i r o n m e n t a n d a n a w a r e n e s s of the o r g a n i z a t i o n ' s s trengths 

a n d w e a k n e s s e s . 

T H E T R A N S F O R M A T I O N P R O C E S S 

T h e t r a n s f o r m a t i o n p r o c e s s consists of four m a j o r interact ive 

c o m p o n e n t s : 

•	 T h e f o r m a l o r g a n i z a t i o n 

T h i s refers to the " s t r u c t u r e " of a n e n t e r p r i s e — o r g a n i z a t i o n 

c h a r t s , p o l i c i e s , p r o c e d u r e s , i n f o r m a t i o n s y s t e m s , m o n i t o r ­

i n g a n d c o n t r o l m e c h a n i s m s . T h e s e are the " h a r d " features 

u s e d to o r g a n i z e the w o r k to b e d o n e . 

•	 T a s k 

G i v e n that the o r g a n i z a t i o n exists i n o r d e r to p u r s u e a p u r ­

p o s e f u l h u m a n activity , the t a s k s are the a c t u a l jobs to b e 

c a r r i e d out. 

•	 I n d i v i d u a l s 

B e c a u s e o r g a n i z a t i o n s are c o m p o s e d of p e o p l e , different 

i n d i v i d u a l s b r i n g dif fering k n o w l e d g e a n d s k i l l s , as w e l l as 

di f fering n e e d s to b e satisfied. H o w e v e r , there h a s to b e a 

m e a n s of o r g a n i z i n g t h e m so that the o r g a n i z a t i o n ' s t a s k s 

are a c c o m p l i s h e d . T h i s t h e n r e q u i r e s a b a l a n c e b e t w e e n the 

n e e d s of the i n d i v i d u a l s , the w a y t h e y are f o r m a l l y o r g a n ­

i z e d , a n d the t a s k s t h e y h a v e to p e r f o r m . 

•	 T h e i n f o r m a l o r g a n i z a t i o n 

T h i s i s the " s o f t e r " or s o c i a l aspect of a n o r g a n i z a t i o n , w h i c h 

g i v e s m e a n i n g to those w h o w o r k i n it. I t oi ls the f o r m a l 

s t r u c t u r e , a n d i n c l u d e s the " c u l t u r e " of the e n t e r p r i s e . 
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O r g a n i z a t i o n a l c u l t u r e i s a n e s p e c i a l l y p o w e r f u l d e t e r m i ­

n a n t of b e h a v i o u r . It refers to a s y s t e m of s h a r e d v a l u e s 

( " w h a t i s i m p o r t a n t " ) a n d beliefs ( " h o w t h i n g s w o r k " ) that 

i n t e r a c t w i t h the other three t r a n s f o r m a t i o n c o m p o n e n t s — 

s t r u c t u r e , t a s k s , a n d p e o p l e — t o p r o d u c e b e h a v i o u r a l n o r m s 

( " t h e w a y w e d o t h i n g s r o u n d h e r e " ) . 

O U T P U T S 

O u t p u t s c a n b e c o n s i d e r e d at e a c h of three l e v e l s : o r g a n i z a ­

t i o n a l , g r o u p , a n d i n d i v i d u a l . 

A t the h o l i s t i c l e v e l , o u t p u t reflects: 

1.	 h o w w e l l the e n t e r p r i s e i s a c h i e v i n g its object ives , b e t h e y 

s e r v i c e or p r o d u c t i o n , etc. 

2.	 h o w it i s d e p l o y i n g its r e s o u r c e s 

3.	 h o w it i s c o p i n g w i t h its e n v i r o n m e n t . 

A t the g r o u p a n d i n d i v i d u a l l e v e l s , these t h r e e c o n c e r n s s i m i ­

l a r l y a p p l y , b u t t h e y m a y b e m e a s u r e d dif ferently , e.g. i n t e r m s 

of i n t e r - d e p a r t m e n t a l c o l l a b o r a t i o n o r i n d i v i d u a l job s a t i s f a c t i o n 

a n d p e r f o r m a n c e . 

F E E D B A C K 

A n y o r g a n i z a t i o n m a y b e c o n s i d e r e d a l i v i n g e n t i t y , i.e. i n a 

c o n s t a n t state of g r o w t h o r d e v e l o p m e n t . I ts " o u t p u t s " , w h e t h e r 

at the o r g a n i z a t i o n a l , g r o u p , o r i n d i v i d u a l l e v e l , w i l l i n t u r n 

c o n s t i t u t e p a r t of that o r g a n i z a t i o n ' s e n v i r o n m e n t , i ts r e s o u r c e s , 

a n d its h i s t o r y . I n t h i s w a y , it is t a k i n g i n n e w i n f o r m a t i o n a b o u t 

itself a n d a d j u s t i n g its b e h a v i o u r i n a f e e d b a c k l o o p . 
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• ORGANIZATIONAL DYNAMICS 
T h e N a d l e r a n d T u s h m a n m o d e l of o r g a n i z a t i o n a l act iv i ty i n 

F i g u r e 2.1 ( w h i c h is o n l y one s u c h m o d e l ) a p p l i e s w h a t e v e r a n 

o r g a n i z a t i o n ' s s i z e or " b o u n d a r y " (be it a c o m p a n y , a t e a m , or a n 

i n d i v i d u a l ) , as d o e s the f o l l o w i n g definit ion: 

" A  n organization consists of (usually) a group of i n d i v i d u a l s 

organising themselves to meet some k i n d of need, d e m a n d or 

expectation". 

[Nadler & Tushman, 1977] 

H o w e v e r , w h i l e s u c h def init ions a n d m o d e l s are h e l p f u l , it 

i s i m p o r t a n t to r e m e m b e r that a n o r g a n i z a t i o n i s n e v e r static. 

I n s t e a d , it o p e r a t e s w i t h i n a dynamic e q u i l i b r i u m . W h e n a n 

e x t e r n a l c h a n g e i n e v i t a b l y o c c u r s , the o r g a n i z a t i o n c a n either 

c o n t i n u a l l y react, or else it c a n p r o a c t i v e l y antic ipate a n d a d a p t 

to s u c h c h a n g e a n d so l e a r n to m a n a g e its future d e v e l o p m e n t . 

T h e s e different w a y s of b e h a v i n g are p o r t r a y e d i n F i g u r e 2.2, i n 

t e r m s of i m m e d i a t e o r future t ime p e r s p e c t i v e s a n d i n n e r o r 

o u t e r l o c u s of c o n t r o l . 
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FIGURE 2.2. Dynamic equilibrium 

T I M E P E R S P E C T I V E 
Operational (immediate) Strategic (future) 

[after Adams & Spencer, 1986] 

•	 T I M E P E R S P E C T I V E 

O p e r a t i o n a l p e r s p e c t i v e : F o c u s e s o n i m m e d i a t e c o n c e r n s , 

s h o r t - r a n g e i m p l i c a t i o n s , a n d m a n a g e m e n t . E m p h a s i z e s a n a l y ­

s i s , c o r r e c t i o n of d e v i a t i o n s , a n d m a i n t a i n i n g c o n s i s t e n c y . 

U s u a l l y t h i s i s the n o r m a l ( s o c i a l i z e d ) p e r s p e c t i v e . 

S t r a t e g i c p e r s p e c t i v e : F o c u s e s o n f u t u r e o u t c o m e s , l o n g - r a n g e 

i m p l i c a t i o n s , a n d l e a d e r s h i p . E m p h a s i z e s c a t a l y z i n g c h a n g e s , 

p r e v e n t i o n of p r o b l e m s , a n d the e s t a b l i s h m e n t of n e w d i r e c ­

t ions. U s u a l l y t h i s p e r s p e c t i v e m u s t b e c o n s c i o u s l y a d o p t e d . 

•	 L O C U S O F C O N T R O L 

R e a c t i v e t h i n k i n g : R e s p o n d s to e x t e r n a l s t i m u l i , a u t h o r i t i e s , 

a n d c o n s t r a i n t s . E m p h a s i z e s r e s p o n d i n g , l o g i c a l a n d a g r e e ­

m e n t f o r m a t i o n . U s u a l l y this is the n o r m a l ( s o c i a l i z e d ) m o d e 

of t h i n k i n g . 

C r e a t i v e t h i n k i n g : A r i s e s f r o m i n t e r n a l s t i m u l i a n d p e r s o n a l 

p r e f e r e n c e s a n d s t a n d a r d s . E m p h a s i z e s i n i t i a t i v e t a k i n g , i n t u i ­

t i o n , a n d the e s t a b l i s h m e n t of c o m m i t m e n t . U s u a l l y t h i s m o d e 

of t h i n k i n g m u s t b e c o n s c i o u s l y a d o p t e d . 
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• T H E E F F E C T I V E ORGANIZATION 
W h i l e different m o d e s w i l l b e a p p r o p r i a t e i n different settings, 

o r g a n i z a t i o n s that i n c l u d e a strategic p r o a c t i v e a p p r o a c h i n their 

r e p e r t o i r e are these d a y s m o r e l i k e l y to s u r v i v e a n d to s u c c e e d . 

T h a t i s , t h e y w i l l m o r e r e a d i l y s u r v i v e e n v i r o n m e n t a l t u r b u l e n c e 

a n d s u c c e e d i n m e e t i n g d e m a n d s m a d e of t h e m , s i m p l y b e c a u s e 

their activit ies w i l l be m o r e integrative, p u r p o s e f u l , a n d h e n c e 

effective. 

It is w o r t h c l a r i f y i n g h e r e w h a t w e m e a n b y effectiveness, a s 

o p p o s e d to, s a y , efficiency. Efficiency i s r e a l l y the ratio of i n p u t 

to o u t p u t , as i n " m i l e s to the g a l l o n " . Efficacy, a n o t h e r a s s o c i ­

a t e d concept , r e p r e s e n t s the way i n w h i c h activities are c a r r i e d 

o u t — i r r e s p e c t i v e of g o o d fuel c o n s u m p t i o n , i s a c a r the b e st 

m e a n s of m a k i n g the j o u r n e y ? F i n a l l y , at the l e v e l of effective­
ness, i s the j o u r n e y w o r t h m a k i n g ? 

A s s o c i a t e d w i t h this n o t i o n of o r g a n i z a t i o n a l effectiveness are 

s e v e r a l other s i m i l a r d e s c r i p t i o n s , n a m e l y , the Healthy Organ­
ization, the Learning Organization, a n d the Developing 
Organization. 
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• T H E H E A L T H Y O R G A N I Z A T I O N 
I n the m o d e r n w o r l d / o r g a n i z a t i o n s c a n e a s i l y b e c o m e m o n u ­

m e n t s to p a s t t h i n k i n g r a t h e r t h a n the m o s t a p p r o p r i a t e 

c o n f i g u r a t i o n for the real i t ies of the p r e s e n t a n d the c h a l l e n g e s 

o f the f u t u r e * 

A H e a l t h y O r g a n i z a t i o n is one that v a l u e s the best p o s s i b l e 

m a t c h of P u r p o s e , Structure, Process, R e s o u r c e s , R e a l i t y , a n d 

R e l a t i o n s h i p w i t h the E n v i r o n m e n t . 

Purpose 

A h e a l t h y , effective o r g a n i z a t i o n t e n d s to b e p u r p o s e f u l a n d 

g o a l - d i r e c t e d . T h e l e a d e r s h i p of the o r g a n i z a t i o n , the h e a d s of 

f u n c t i o n s a n d p r o g r a m m e s , a n d i n d i v i d u a l u n i t s a n d p e o p l e 

h a v e , i n a d d i t i o n to d a y - t o - d a y interests , s o m e r e l a t i v e l y e x p l i c i t 

g o a l s a n d d i r e c t i o n s t o w a r d s w h i c h t h e y are w o r k i n g . 

T h e d e v e l o p m e n t of a p u r p o s e i s i m p o r t a n t i n that i t c r e a t e s a 

f o c u s w i t h w h i c h p e o p l e c a n identi fy , it p r o v i d e s a f r a m e w o r k 

for u n d e r s t a n d i n g the w h o l e a n d l i n k i n g together the v a r i o u s 

l e v e l s a n d s u b - u n i t s , a n d it p r o v i d e s c r i t e r i a for r e s o u r c e a l l o c a ­

t i o n . 

Structure 

F o r m f o l l o w s f u n c t i o n . T h e o r g a n i z a t i o n c h a r t , the w a y s i n 

w h i c h w o r k is o r g a n i z e d a n d r e s o u r c e s a l l o c a t e d , a n d the l o c a ­

t i o n of d e c i s i o n p o i n t s are d e f i n e d b y the w o r k r e q u i r e m e n t s , 

n o t b y the a u t h o r i t y or p o w e r r e q u i r e m e n t s . P o w e r i s w i d e l y 

d i s p e r s e d a n d di f ferentiated f r o m (official) a u t h o r i t y . 

*This section is based on an MIT working paper entitled "Characteristics of a 
Healthy Organization", by Richard Beckhard; see also Beckhard & Harris, 1987. 
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Process 

D e c i s i o n s are m a d e b a s e d o n location(s) of i n f o r m a t i o n , rather 

t h a n r o l e s i n the h i e r a r c h y . 

C o m m u n i c a t i o n is r e l a t i v e l y o p e n . T h e n o r m s (or g r o u n d r u l e s 

of the s y s t e m ) r e w a r d differences of o p i n i o n o n i d e a s , s o l u t i o n s 

to p r o b l e m s , goals , etc., r e g a r d l e s s of the a u t h o r i t y r e l a t i o n s h i p 

of the " d i f f e r e r s " . 

I n a p p r o p r i a t e c o m p e t i t i o n is m i n i m i z e d ; c o l l a b o r a t i o n i s r e ­

g a r d e d w h e r e it is i n the o r g a n i z a t i o n ' s best interests. 

C o n f l i c t i s m a n a g e d — n e i t h e r s u p p r e s s e d n o r a v o i d e d . T h e m a n ­

a g e m e n t of conflicts o v e r i d e a s , w o r k , etc. is s e e n as a n e s s e n t i a l 

p a r t of e v e r y o n e ' s job. 

Resources 

T h e r e is a c o n s c i o u s effort to s u p p o r t e a c h i n d i v i d u a l ' s identity , 

integrity , a n d f r e e d o m . W o r k a n d r e w a r d s are o r g a n i z e d to 

m a i n t a i n these. 

T h e r e w a r d s y s t e m ( s ) are r e l a t e d to the w o r k to be d o n e — a t t e n ­

t i o n i s p a i d to i n t r i n s i c , as w e l l as extr insic , r e w a r d s , e.g. the 

l o w e r - p a i d s u p e r v i s o r ' s w o r k is n o less v a l u e d t h a n the h i g h e r ­

p a i d m a n a g e r ' s w o r k . 

Reality 

T h e r e is a n " a c t i o n r e s e a r c h " m o d e of b e h a v i o u r . T h e o r g a n i ­

z a t i o n sees itself as a l w a y s " i  n p r o c e s s " — n e e d i n g to h a v e 

m e c h a n i s m s for c o l l e c t i n g i n f o r m a t i o n o n the state of t h i n g s a n d 

c o n s c i o u s l y p l a n n i n g i m p r o v e m e n t s . T h e r e are b u i l t - i n " f e e d ­

b a c k m e c h a n i s m s " ( " h o w a r e w e d o i n g ? " ) at a l l levels . 
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There is a constant awareness of the values, beliefs, and assump­
tions used in the organization, of the position of the organization 
in its life cycle, and of the constraints and controls on the organi­
zation's inputs and outputs. 

Environment 

The organization is seen as an open system, embedded in a 
complex environment, the parts of which are constantly making 
demands. The management of these complex demands is a 
major part of the organization's activities. 
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• T H E L E A R N I N G ORGANIZATION 
I f the characterist ics of o r g a n i z a t i o n a l h e a l t h are c o n s i d e r e d 

w o r t h a t t a i n i n g , t h e n h o w c a n o r g a n i z a t i o n s go a b o u t b e c o m i n g 

h e a l t h y a n d effective? A  n o b v i o u s w a y is v i a a c y c l e of l e a r n i n g 

s u c h as that of K o l b ( K o l b , R u b i n , & M a c l n t y r e , 1984): 

A l t h o u g h t h i s c y c l e a p p e a r s m o r e i m m e d i a t e l y r e l e v a n t to i n d i ­

v i d u a l s t h a n to o r g a n i z a t i o n s , it is n o n e t h e l e s s j u s t as a p p l i c a b l e . 

A c c o r d i n g to K o l b , l e a r n i n g is o n l y p o s s i b l e if there is m o v e m e n t 

t h r o u g h the four steps, i r r e s p e c t i v e of w h e r e this starts. 

T h e l e a r n i n g c y c l e d e s c r i b e s the p r o c e s s w h e r e b y a n y o r g a n i z a ­

t i o n ' s c a p a b i l i t i e s (or b e h a v i o u r a l s k i l l s ) are i n c r e a s e d a n d its 

c a p a c i t y (or potential) e n h a n c e d . It i n c l u d e s t r a i n i n g a n d d e v e l ­

o p m e n t , w h e r e t r a i n i n g i n v o l v e s i n c r e a s i n g p a r t i c u l a r c a p a ­

bi l i t ies ( u s u a l l y t h r o u g h i m p a r t i n g k n o w n s o l u t i o n s to k n o w n 

p r o b l e m s ) a n d d e v e l o p m e n t m e a n s r a i s i n g the o v e r a l l l e v e l of a n 

o r g a n i z a t i o n ' s potential . 

Dif ferent l e v e l s of c a p a b i l i t y a n d c a p a c i t y h a v e b e e n i d e n t i f i e d 

i n o r g a n i z a t i o n s ( H a r r i s o n & R o b e r t s o n , 1985). T h e s e r a n g e f r o m 

r o u t i n e a n d r e p a i r capabi l i t ies for m a i n t e n a n c e a n d p r o b l e m ­

s o l v i n g , r e s p e c t i v e l y , t h r o u g h a n t i c i p a t o r y strategic c a p a c i t i e s , 

to the h i g h e s t - o r d e r c a p a c i t y of " S e l f - R e n e w a l " d e r i v e d f r o m a 

c o n s c i o u s m o d e l of s e l f - m a n a g e d d e v e l o p m e n t (see F i g u r e 2.3). 
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FIGURE 2.3 Miles' model of managerial levels 

Self-renewal 

Anticipation/Planning/Prevention 

Repair 

Inputs Routine behaviour Outputs 

[ in Harrison & Robertson, 1985] 

T h e r e f e r e n c e to " s e l f " i s c r i t i c a l . A s i l l u s t r a t e d b e l o w , it i s the 

s e l f - d i r e c t e d , i n s i g h t f u l f o r m of o r g a n i z a t i o n a l l e a r n i n g w h i c h i s 

m o s t h i g h l y c o r r e l a t e d w i t h the effective, h e a l t h y , l e a r n i n g , a n d 

developing o r g a n i z a t i o n . 

W h i c h is w h e r e O r g a n i z a t i o n Development c o m e s i n . 
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•	 WHAT IS ORGANIZATION 
DEVELOPMENT? 

O R G A N I Z A T I O N D E V E L O P M E N T ( O D ) is a p l a n n e d , 

organization-wide process of change, d e r i v e d from b e h a v i o u r a l 

science, to increase a n organization's h e a l t h and effectiveness 

through interventions i n the organization's processes, u s u a l l y 

i n v o l v i n g a change agent, s u c h that the organization actively 

anticipates a n d manages its o w n d e v e l o p m e n t a n d l e a r n i n g 

T H E O B J E C T I V E O F O D is to integrate more fully the needs of 

i n d i v i d u a l s w i t h the p u r p o s e or m i s s i o n of their organization, 

s u c h that there is better u t i l i z a t i o n of resources, notably h u m a n 

resources, a n d a consequent synergy of effort 

O  D	 i s therefore c o n c e r n e d w i t h : 

•	 o r g a n i z a t i o n s as a w h o l e i n their w i d e r setting 

•	 the p e o p l e i n o r g a n i z a t i o n s a n d h o w t h e y w o r k together 

•	 w h a t o r g a n i z a t i o n s expect of p e o p l e a n d h o w t h e y r e s p o n d 

•	 the p h i l o s o p h y of m a n a g e m e n t a n d h o w it affects o r g a n i z a ­

t i o n a l b e h a v i o u r 

•	 the o v e r a l l c u l t u r e a n d c l i m a t e of the o r g a n i z a t i o n . 

It t h u s a t t e m p t s to d i a g n o s e a n d i n f l u e n c e the strategy, d i r e c ­

t i o n , p r i o r i t i e s , style , a n d c u l t u r e of a n enterprise . A c t i v i t i e s s u c h 

as c o m m u n i c a t i o n , t e a m - w o r k , d e l e g a t i o n , a c c o u n t a b i l i t y , p l a n ­

n i n g , d e c i s i o n - m a k i n g , a n d p r o b l e m - s o l v i n g are m a j o r areas of 

interest b e c a u s e of their p o t e n t i a l i m p a c t o n h o w the o r g a n i z a ­

t i o n goes a b o u t its b u s i n e s s . 

N o n e t h e l e s s , it is w o r t h n o t i n g that O  D is n o t a t e c h n o l o g y 

for faci l itating the i m p o s i t i o n of specific o r g a n i z a t i o n a l c h a n g e s 

p e r se, b u t r a t h e r a c h a n g e p r o c e s s for h e l p i n g to e s t a b l i s h the 
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p a r t i c u l a r c u l t u r e , b e h a v i o u r s , a n d r e l a t i o n s h i p s n e e d e d i n a 

g i v e n set of c i r c u m s t a n c e s . 

C l e a r l y t h e r e are s o m e a s s u m p t i o n s , b o t h e x p l i c i t a n d i m p l i c i t , 
t h a t are i n h e r e n t i n O D . T h e y i n c l u d e the f o l l o w i n g : 

•	 H u m a n resources a r e the m o s t i m p o r t a n t assets a n o r g a n i z a ­

t i o n h a s , a n d t h e i r effective m a n a g e m e n t is c r u c i a l to the 

o r g a n i z a t i o n ' s s u r v i v a l a n d s u c c e s s . 

•	 T h i s s u c c e s s i s m o s t l i k e l y if the o r g a n i z a t i o n ' s policies 

and procedures are c l o s e l y l i n k e d w i t h the a c h i e v e m e n t of 

c o r p o r a t e o b j e c t i v e s a n d strategic p l a n s . 

•	 T h e organization's culture a n d the v a l u e s , c l i m a t e , a n d 

m a n a g e r i a l b e h a v i o u r a s s o c i a t e d w i t h that c u l t u r e w i l l e x e r t 

a m a j o r i n f l u e n c e o n its a c h i e v e m e n t of e x c e l l e n c e . T h i s 

c u l t u r e m u s t therefore b e m a n a g e d , w h i c h m e a n s t h a t 

o r g a n i z a t i o n a l v a l u e s m a y n e e d to b e c h a n g e d o r r e i n f o r c e d . 
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• O D INTERVENTIONS 
" O  D interventions are sets of structured activities w h e r e b y 

groups or i n d i v i d u a l s engage i n tasks w h o s e goals are organi­

sational i m p r o v e m e n t . " 

[Chell, 1993] 

T h e r e a r e v a r i o u s w a y s of c a t e g o r i z i n g O D i n t e r v e n t i o n s . T h e 

m o s t c o m p r e h e n s i v e , yet concise, is that of S c h m u c k a n d M i l e s 

(1976), w h i c h c o v e r s the d i a g n o s e d p r o b l e m , the m o d e of i n t e r ­

v e n t i o n , a n d the focus of that i n t e r v e n t i o n (see F i g u r e 2.4). 

A  s c a n b e s e e n i n F i g u r e 2.4, the diagnosed problems e n c o m p a s s 

the w a y s i n w h i c h the o r g a n i z a t i o n goes about its b u s i n e s s ; the 

mode d e s c r i b e s v a r i o u s m e t h o d s of correct ion; w h i l e the focus 
c a n r a n g e f r o m a hol ist ic , w h o l e - o r g a n i z a t i o n a l focus t h r o u g h to 

the i n t r a p e r s o n a l . 
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FIGURE 2 .4 The OD cube: 
a scheme for classifying OD interventions 

Total organization 
Intergroup (two or more) 

Team or group 
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/ /
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 /
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 / 
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Communication 

Culture, 
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Leadership, 
authority 
Problem­

solving 
Decision­

making 
Conflict or 

cooperation 

Role definition 

Other 

Mode of intervention 
[from Schmuck & Miles, 1976] 
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A  n a l t e r n a t i v e b u t c o m p l e m e n t a r y a p p r o a c h to v i e w i n g O  D 

i n t e r v e n t i o n s h a s b e e n d e v e l o p e d b y S i m o n V a u g h a n , of A s p i r e 

C o n s u l t a n t s (see A p p e n d i x 2). H e differentiates O  D p r a c t i c e i n 

t e r m s of its 

• d i a g n o s t i c o r i e n t a t i o n 

• p r a c t i t i o n e r o r i e n t a t i o n 


• o r g a n i z a t i o n / b u s i n e s s o r i e n t a t i o n 


• i n t e r v e n t i o n o r i e n t a t i o n 

• c h a n g e o r i e n t a t i o n 

• p r o c e s s orientation. 

T h e s e different aspects are c a p t u r e d b e l o w . 

D i a g n o s t i c o r i e n t a t i o n 

l i t e r a l — • s y m b o l i c 


o b j e c t i v e — s u b j e c t i v e 


r a t i o n a l — e m o t i v e 


a n a l y t i c a l — i n t u i t i v e 


o v e r t — c o v e r t 


p s y c h o l o g i c a l — * ~ p s y c h o l o g i c a l 


o r s o c i o l o g i c a l and s o c i o l o g i c a l 


s t r u c t u r e / f o r m — ^ v i r t u a l o r g a n i z a t i o n 


P r a c t i t i o n e r o r i e n t a t i o n 

l o n e g r o u p s a n d t e a m s 


s i n g u l a r s p e c i a l i t y — m u l t i p l e special i t ies 


d e p e n d e n t . — i n t e r d e p e n d e n t 


or i n d e p e n d e n t 


i n s i d e or o u t s i d e inside and o u t s i d e 


i n t e r n a l o r e x t e r n a l — internal and e x t e r n a l 


e x p e r t / faci l i tator l e a r n e r / d e v e l o p e r 
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Organizational/business orientation 

business process 
management 

employees, customers, 
suppliers 

shareholders 
management 
tasks 
competition 
jobs 
employment contracts 
occupational security 
programme evaluation 
hierarchical structure 
loyalty 
rules and sanctions 
linear thinking 
standardization 
ethical policies 
organizations 

as machines 

— 

— 

— 
— • 
— • 
— * ­
— 
— 
— 
— 
— 
— 
— 

— 
— 
— 

Interventions

top down/bottom up 
strategy 
expert design 
hierarchy and power 
silos 
interpersonal 

and small groups 
emphasis on people 
segmented 
long-term change 
remedial 

— • 
— 
— 
— 
— • 
— 

— • 
— 
— 

learning organization 

partners 

stakeholders 
leadership 
relationships 
cooperation 
portfolio careers/lives 
output contracts 
psychological security 
business benefits 
networks 
commitment 
vision and principles 
systems thinking 
diversity 
moral actions 
organizations 
as organisms 

 orientation 

inside out/outside in 
implementation 
co-creation 
relationships and inclusion 
ponds 
intrapersonal 

and large groups 
emphasis on all 
integrated 
on-going change 
preventative 
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Change orientation 

incremental — t r a n s f o r m a t i o n a l 
discontinuous — c o n t i n u o u  s 
linear  — • cyclical 
creating disequilibrium — c r e a t i n  g balance and harmony 
planning
start/stop
single client

communication 
values 
either/or 
empowerment 
form 
existing 
unconscious deeds 

 — a l i g n i n g 
 — f l o w 

 —*~ multiple clients 

Process orientation 

—*~ dialogue 
— m e a n i n g 
— b o t h / a n d 
— • participative democracy 
—*~ spirit 
— • being 
— c o n s c i o u s thoughts 

and actions 



C H A P T E R 3 

CONSULTING TO 

ORGANIZATIONS 


Cont inuum of consultancy styles 
Process consultancy roles 
Theoretical approaches 
Organizat ional context & consultant legit imacy 
Consultant independence 
Sources of consultants/change agents 
Knowledge base & skills 

Organization development can be facilitated by a change agent, 
who could be internal or external to the organization and whose 
job title could be manager, human resources professional, or 
consultant. In practice, a change agent operates as a consultant 
to the organization and needs the knowledge, skills, and atti­
tudes appropriate to the consultancy role. We are defining 
consultancy here as a process involv ing a consultant w h o is 
invi ted to help a client w i th a felt need or concern. T h e client 
can be an indiv idua l , group, or organization. This chapter sets 
out the main ways consultants take up the role and describes 
some of the key organizational issues that must be addressed as 
part of that process. 

27 
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•	 C O N T I N U U M 
OF CONSULTANCY STYLES 

M u c h O D w o r k i n v o l v e s the u s e of i n d i v i d u a l s o p e r a t i n g as 

c h a n g e agents or consultants . H o w e v e r , c o n s u l t a n c y m e a n s dif­

ferent t h i n g s to different p e o p l e , as e x p r e s s e d i n the c o n t i n u u m 

of c o n s u l t a n c y styles: 

N o n - d i r e c t i v e ^  -	 D i r e c t i v e 

C l i e n t - c e n t r e d 4 -	 - > C o n s u l t a n t - c e n t r e d 

U s e of c l i e n t ' s e x p e r i e n c e 

a n d k n o w l e d g e —-~~ U s e of c o n s u l t a n t ' s 

s p e c i a l i z e d e x p e r i e n c e & k n o w l e d g e 

OT3 CO CO CO CO CO CO 
0 ) OJ OS 6 ° co > c 	 CO go

• CO  i-H I


do •43 O 

ew
 

S o 0 I & CO CO <u
0> <L>a CO o u sCO 
O

Id
e

n
t « c u 
o 

u A
d

 

OH S8 
fin 

[developed in 1970 at ICI by W. H. Schmidt and A. V. Johnston] 

O  n the l e f t - h a n d s i d e of the c o n t i n u u m , the c o n s u l t a n t is c l i e n t ­

f o c u s e d , w o r k i n g i n a p r o c e s s c o n s u l t a n c y style. T h e c o n s u l t a n t 

i s l i s t e n i n g a n d reflecting b a c k o n the c l ient 's i s s u e s as t h e y are 

r e l a t e d , a t t e m p t i n g to create a n e n v i r o n m e n t i n w h i c h the cl ient 

w i l l c o m e u p w i t h h i s / h e r o w n s o l u t i o n s to the p r o b l e m , w h i c h 

c a n t h e n b e i m p l e m e n t e d b y the cl ient, often i n c o l l a b o r a t i o n 

w i t h the c o n s u l t a n t . T h i s facilitative style c a n be a p p l i e d to 

w o r k i n g w i t h i n d i v i d u a l s or g r o u p s w i t h i n o r g a n i z a t i o n s . 

F u r t h e r a l o n g the c o n t i n u u m , the c o n s u l t a n t is a d d i n g to the 

p r o c e s s b y u s i n g specific s t r u c t u r e d m e t h o d s a n d tools of i n v e s ­

c 
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t i g a t i o n , b u t t h i s c o u l d st i l l take p l a c e i n a c o l l a b o r a t i v e f a s h i o n 

w i t h a c l i e n t focus. 

H o w e v e r , the c o n s u l t a n t w o r k i n g e x c l u s i v e l y to the r i g h t of 

the c o n t i n u u m is f u n c t i o n i n g a s a n e x p e r t c o n s u l t a n t — i . e . 

the w o r k is f o c u s e d o n the c o n s u l t a n t ' s s p e c i a l i z e d e x p e r i e n c e 

a n d k n o w l e d g e , a n d the s o l u t i o n s offered b y the c o n s u l t a n t a r e 

s u b s e q u e n t l y a p p l i e d to the speci f ic s i t u a t i o n of the c l i e n t . T h e 

r e s p o n s i b i l i t y for the c r e a t i o n a n d i m p l e m e n t a t i o n of t h e s e s o l u ­

t i o n s t h e n l i e s w i t h the c o n s u l t a n t , r a t h e r t h a n w i t h the c l i e n t . 

A n o t h e r w a y of u n d e r s t a n d i n g these d i f f e r e n c e s i n c o n s u l t a n c y 

s t y l e s i s d e s c r i b e d b y S c h e i n (1969), a s set o u t b e l o w . 

1. T h e Purchase/Expert model 

T h i s i s the m o s t c o m m o n f o r m of c o n s u l t a n c y , i n w h i c h a 

c l i e n t b u y s e x p e r t s e r v i c e s or i n f o r m a t i o n . S u c h a m o d e l i s 

c o n t e n t - o r i e n t a t e d a n d i s m o s t s u c c e s s f u l if: 

•	 the c l i e n t h a s c o r r e c t l y d i a g n o s e d the p r o b l e m 

•	 the c l i e n t h a s c o r r e c t l y m a t c h e d the a v a i l a b l e s p e c i a l i z e d 

e x p e r t i s e w i t h the " p r o b l e m " to b e " s o l v e d " 

•	 the c l i e n t h a s t h o u g h t t h r o u g h the c o n s e q u e n c e s of p o s i n g 

the " p r o b l e m " a n d h a v i n g it " s o l v e d " . 

E X A M P L E 

A s e r v i c e m a n a g e r f r o m the p r o d u c t d e v e l o p m e n t d e p a r t m e n t 

of a large c o m p a n y is v e r y c o n c e r n e d about h i g h a b s e n t e e i s m 

a m o n g s t h e r present V D  U operators, as w e l l as about the fact 

that they d o not stay l o n g i n p r o d u c t d e v e l o p m e n t b u t a s k for 

early transfer to other parts of the c o m p a n y , especial ly m a r k e t ­

i n g . T h e m a n a g e r w a n t s to recruit staff w h o w i l l stay w i t h i n 

her d e p a r t m e n t for a reasonable p e r i o d of time. S h e f o r m s the 

o p i n i o n that staff selection is at fault a n d that the t ime h a s 

c o m e to d o s o m e t h i n g about it. S h e asks a n o r g a n i z a t i o n a l 

d e v e l o p m e n t consultant to c o m e u p w i t h a q u e s t i o n n a i r e to 

h e l p i n the selection of V D  U operators. 
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2.	 The D o c t o r - P a t i e n t m o d e l 

H e r e , the c l ients are a w a r e of s o m e " s y m p t o m s " of their 

p r o b l e m s — e . g . " O u r staff m o r a l e is v e r y l o w " — b u t t h e y 

h a v e n o t c o m e u p w i t h a n y d i a g n o s i s . T h e y expect the c o n ­

s u l t a n t to p i n p o i n t the c a u s e of a n y p r o b l e m s a n d p r e s c r i b e 

r e m e d i e s . It is m o s t s u c c e s s f u l if: 

•	 the c l ient h a s correct ly i n t e r p r e t e d the " s y m p t o m s " 

•	 the c o n s u l t a n t correct ly d i a g n o s e s the p r o b l e m a n d p r e ­

s c r i b e s a p p r o p r i a t e s o l u t i o n s 

•	 the cl ient accepts the p r e s c r i p t i o n a n d w i l l d o w h a t the 

c o n s u l t a n t r e c o m m e n d s . 

EXAMPLE 

T h e s a m e service manager from the product development de­

partment asks a n O  D consultant to help her w i t h the p r o b l e m 

w i t h the V D  U operators. 

T h e consultant investigates the causes of the absenteeism a n d 

h i g h staff turnover b y meeting the staff i n d i v i d u a l l y . H e d i a g ­

noses a h i g h level of stress a n d burnout amongst the V D  U 

operators. H e offers to organize a stress m a n a g e m e n t w o r k ­

s h o p for a l l the staff of the department, i n c l u d i n g the V D  U 

operators. 

3.	 The P r o c e s s C o n s u l t a n c y m o d e l 

I n this m o d e l , the c o n s u l t a n t is less c o n c e r n e d w i t h the 

c o n t e n t of a p r o b l e m , a n d m o r e w i t h the p r o c e s s b y w h i c h 

the i n d i v i d u a l , g r o u p , or o r g a n i z a t i o n identifies a n d s o l v e s 

p r o b l e m s . T h e m o d e l focuses o n h e l p i n g cl ients f o r m their 

o w n d i a g n o s e s o n the b a s i s of their p r o x i m i t y to a n d u n d e r ­

s t a n d i n g of the a s s o c i a t e d i s s u e s . C l i e n t s are t h e n h e l p e d to 

generate, select, a n d i m p l e m e n t a n y a s s o c i a t e d s o l u t i o n s . It i s 

b a s e d o n the f o l l o w i n g a s s u m p t i o n s : 

•	 the c l i e n t s e e k s h e l p w h e n h e / s h e d o e s n o t k n o w e x a c t l y 

w h a t the p r o b l e m is 
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•	 the client does not know what help is available or relevant 
to the problem 

•	 the client benefits from participation in the diagnostic 
process 

•	 the client knows what interventions wi l l work 

•	 the client benefits from learning how to solve problems 
him/herself. 

EXAMPLE 

The same service manager from the product development de­
partment asks an O D consultant to help her with this problem 
of high absenteeism and turnover in V D U operators. 

The consultant decides to investigate the problem by holding a 
series of exploratory meetings with the manager and the V D  U 
operators. During these meetings, the poor working conditions 
of the operators are noted—that they work in isolated and 
poorly lit and ventilated cubicles, and that their break times 
are staggered so they can never meet one another or other 
members of staff. This leads to a sense of alienation, isolation, 
and high levels of stress. Furthermore, the operators do not 
have a clear picture of the whole enterprise and their contribu­
tion to it. It is thought likely that other professional groups in 
the department feel the same and that the sense of wholeness 
of the work is felt only by the manager. 

In the light of these conclusions, it is agreed to hold a series of 
department development seminars for all the staff to explore 
their understanding of and connection to the enterprise of 
the department—and subsequently how best to organize and 
improve the working environment for all staff members to 
facilitate their collaborative effort. 

Schein suggests that consultants should always start i n the 
process consultancy mode, so that clients continue to o w n their 
o w n problems, even if, later on, it becomes appropriate to offer 
expert solutions. I n this way, the client concerns are seen in a 
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broader context and the effort to address them becomes a shared 
enterprise more likely to be owned by the organization as a 
whole and thus more effective. 

"Thus the primary though not the exclusive function of O D 
consultants is to help clients learn how to help themselves 
more effectively. Although consultants occasionally provide 
expert information [Purchase/Expert Model] and may some­
times prescribe a remedy [Doctor-Patient Model], their more 
typical mode of operating is facilitating." 

[Burke, 1987, p. 145] 
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• P R O C E S S CONSULTANCY R O L E S 
Within the process consultancy model there are several different 
roles available to the consultant or change agent (these terms are 
used interchangeably from now on), as described in Table 3.1. 

T A B L E 3.1 Consulting—the associated skills 

Roles Activities Results 

Diagnoser Obtaining facts and 
analysing them 

Planner Helping set up action plans 
and developing strategy 

Assistant
problem
solver

 Helping the client to clarify 
 and analyse the problem 

 and develop an action plan 
to handle the problem 

Team builder Providing teams with ways 
to increase their 
effectiveness 

Conflict
manager

 Helping to examine and 
 reduce conflict situations 

where feasible 

Systems
analyst

 Examining how such areas 
 as structure, decision­

making communications, 
personnel procedures, 
rewards/punishments, and 
employee participation 
affect the functioning of an 
organization 

Data about key issues for 
more effective decision­
making. 

Data priorities. Actions 
proposed to solve issues 
suggested by the data/ 
situation. Plans to move 
proposals into action. 

Problems identified and 
defined. Forces affecting the 
problem analysed. Action 
steps developed for managing 
the problem/opportunity. 

Greater team capacity for open 
communication and data flow. 
Improved work group problem­
solving and decision-making. 
Increased common knowledge 
and skills. Improved work 
climate. 

Conflict handled creatively. 
Reduction of conflict where 
appropriate. 

An analysis of how effective an 
organizational system is in the 
way it is formed and 
functioning. 

{continued) 
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TABLE 3.1 Consulting—the associated skills (continued) 

Roles Activities 

Process 
observer 

Viewing and analysing an 
individual's or work group's 
functioning 

Change 
process 
expert 

Giving input/methodologies 
on the impact of change 
and how to plan for it 

Individual 
developer 

Helping individual 
managers to analyse, 
problem solve; helping to 
develop career paths 

Organization
developer

Interpersonal
developer

Skills builder 

 Assisting work groups, 
 individuals, and 

organizations in bringing 
about planned change 

 Providing ways to enrich 
 human interaction and 

enhance working 
relationships and climate 

Providing training for 
individual work group and 
organizational growth— 
using a variety of methods 

Results 

An analysis of what is working 
well, what needs improving— 
how work gets done, how 
communication takes place, 
how problem-solving/decision­
making is utilized, and how an 
effective work climate is 
maintained 

A review of effect of change on 
individual work group and on 
organizational functioning and 
productivity. Planned change, 
rather than haphazard 
reactions to problems/ 
opportunities. Ways to meet 
resistance to change. 

Special attention given to key 
issues and to management 
needs. Persons with increased 
sense of a career path and 
with action plans to bring 
about their career directions. 

A focused, planned effort to 
increase effectiveness within 
an organization or amongst its 
employees and work groups. 

More effective communication 
and interpersonal 
relationships. An improved 
work climate. 

Persons with new or enhanced 
skills in such areas as 
interpersonal relationships, 
management leadership, 
problem-solving/decision­
making, group effectiveness, 
communications, motivation, 
creativity. 

[prepared for the Effectiveness Resource Group in 1974 by D. Swartz and J, Faban] 
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•	 T H E O R E T I C A L A P P R O A C H E S 
T h e r e a r e a n u m b e r of t h e o r e t i c a l a p p r o a c h e s t h a t c a n b e i d e n t i ­

f i e d . T h e s e a r e l i s t e d b e l o w , together w i t h b r i e f d e s c r i p t i o n s a n d 

s u g g e s t i o n s for f u r t h e r r e a d i n g . 

1.	 S y s t e m s a p p r o a c h e s 

a . O p e n s y s t e m s a p p r o a c h 

T h i s a p p r o a c h f o c u s e s o n the d y n a m i c r e l a t i o n s h i p b e t w e e n 

the o r g a n i z a t i o n a n d its e n v i r o n m e n t , e x p l o r i n g the t r a n s f o r ­

m a t i o n a l p r o c e s s e s a n d s t r u c t u r e s b y w h i c h a n o r g a n i z a t i o n 

a c h i e v e s i ts p r i m a r y task. It a s s u m e s that the s u r v i v a l of 

the o r g a n i z a t i o n d e p e n d s o n m a n a g i n g the b o u n d a r y w i t h 

the e x t e r n a l w o r l d , i n t e r m s	 of i n p u t s a n d o u t p u t s . 


( M i l l e r & R i c e , 1967; M o r g a n , 1986) 


b . " R e c u r s i v e s y s t e m s " a p p r o a c h 

T h i s a p p r o a c h f o c u s e s o n t h i n k i n g of o r g a n i z a t i o n s a s m u l t i ­

l a y e r e d s y s t e m s or p a t t e r n s of i n t e r a c t i o n b e t w e e n i n d i v i d u ­

a l s or g r o u p s , w h i c h c a n b e c o m e c o n f u s e d a n d d y s f u n c t i o n a l . 

I f the f e e d b a c k l o o p s b e t w e e n i n d i v i d u a l s a n d g r o u p s c a n b e 

e x p l o r e d , m o r e effective strategies for a c c o m p l i s h i n g the t a s k 

of the o r g a n i z a t i o n c a n b e g e n e r a t e d . 

( C a m p b e l l , D r a p e r , & H u f f i n g t o n , 1991; C r o n e n & P e a r c e , 

1980; M c C a u g h a n & P a l m e r , 1994; W a t z l a w i c k , W e a k l a n d , 

& F i s c h , 1974) 

2.	 P s y c h o a n a l y t i c a p p r o a c h 

T h i s a p p r o a c h f o c u s e s o n d e e p p s y c h o l o g i c a l p r o c e s s e s i n 

g r o u p s a n d o r g a n i z a t i o n s w h i c h create b a r r i e r s to s o l v i n g 

o r g a n i z a t i o n a l p r o b l e m s a n d w h i c h , if a d d r e s s e d , c a n r e l e a s e 

c r e a t i v i t y a n d o r i g i n a l s o l u t i o n s . T h i s a p p r o a c h f o c u s e s o n 

the d y n a m i c s of w o r k i n g g r o u p s , or g r o u p r e l a t i o n s . 

( D e B o a r d , 1978; H i r s c h h o r n , 1988; O b h o l z e r & R o b e r t s , 

1994) 
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3. Behavioural approach 

T h i s a p p r o a c h focuses o n the b e h a v i o u r e x h i b i t e d b y i n d i ­

v i d u a l s , g r o u p s , or o r g a n i z a t i o n s , a n d it attempts to d e s c r i b e , 

e x p l a i n , p r e d i c t , a n d , w h e r e p o s s i b l e , m a n a g e t h e m o n the 

b a s i s of a b e h a v i o u r a l p s y c h o l o g y . T h a t i s , b e h a v i o u r i s 

p r i m a r i l y l e a r n e d a n d t h e n m a i n t a i n e d b y c o n t i n g e n c i e s o p ­

e r a t i n g i n the e n v i r o n m e n t . S u c h b e h a v i o u r c a n be h e a l t h y 

a n d c o n s t r u c t i v e b u t c a n e q u a l l y be d e e m e d d y s f u n c t i o n a l or 

p a t h o l o g i c a l , d e p e n d i n g o n the c o n s e q u e n c e s it obtains. 

( C h e l l , 1993) 

I n p r a c t i c e , these a p p r o a c h e s are often c o m b i n e d to create a n 

effective i n t e r v e n t i o n . 
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•	 O R G A N I Z A T I O N A L C O N T E X T 
& CONSULTANT L E G I T I M A C Y 

A  n important distinction is whether consultants are internal or 
external to the organization in question, and whether their role 
is legitimate (i.e. organizationally sanctioned) or otherwise: 

Consultant legitimacy: 
internal or external to the organization 

Internal 	 External 

Internal change agent External consultant 
formally recognized by brought in on a formal 
the organization, e.g. contract by the 
management organization 

Legitimate development advisors, 
human resources 
personnel, internal 
consultancy 
department 

Covert change agent "Agent provocateur" not 
working as a "mole" formally recognized by 

the organization but 
Not usually working overtly, 
legitimate e.g. political pressure 

groups, private advisors 
to management, "old 
boy" networks 

Consultants who find themselves working without organiza­
tional sanction within their o w n or client organizations wi l l find 
that their effectiveness is severely limited and their efforts wi l l 
probably fail. 
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Some of the conditions that need to be in place within the 
consultant's own organization and in the client organization to 
provide the basis for legitimate and effective work are set out 
below: 

Consultant legitimacy: 
own organization and client organization 

O w n organization Client organization 

Sanctioned by manager Consultancy services 
Rewards commensurate explicitly requested 

with consultancy Open or flexible initial 

Legitimate practice 
Support, supervision, 

brief 
Closed brief but capable 

and training of renegotiation 
Job title reflecting wider 

role 

Not sanctioned by Consultancy services not 
manager requested explicitly or 

Rewards for other closed brief 
activities Possible low opinion of Not 

Lack of support, etc. consultants legitimate 
Job title describing 

different role 
Secret or covert activity 

of questionable status 

A further aspect of one's ability to function effectively as a con­
sultant is the degree of independent action possible within one's 
own and in the client organization. Some of the conditions that 
need to be in place are set out in the next section, on independ­
ence. 
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• CONSULTANT I N D E P E N D E N C E 

Independent 

Not 
independent 

Able to make decisions, give advice without 
reference to superior/manager 

Able to engage in a dialogue with client— 
responsibility for outcome is shared 

Able to recommend courses of action/product 
regardless of benefit to own organization 

Able to draw on examples of practice in a 
variety of similar and different organizations 

Unable to operate without sanction from 
manager 

Power relationship with client is skewed in such 
a way that open dialogue is difficult/ 
impossible 

Unable to recommend any course of action not 
of direct benefit to own organization 

Not able to draw on other experience, because 
restricted to this client organization 

Too close to client issues to draw back and offer 
a different view 

Conflicts of interest/loyalties 
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•	 SOURCES OF CONSULTANTS/ 
C H A N G E A G E N T S 

T h e r e are three p r i n c i p l e sources : 

1.	 M a n a g e r s r e s p o n s i b l e for d e v e l o p i n g their o w n d e p a r t ­

m e n t s , directorates , or o r g a n i z a t i o n s . 

2.	 T h o s e i n d i v i d u a l s s p e c i a l i z i n g i n O  D as a p r o f e s s i o n . 

3.	 T h o s e p r o f e s s i o n a l s i n a f ield a l l i e d to O D , s u c h as h u m a n 

r e s o u r c e s , job e v a l u a t i o n , m a n a g e m e n t t r a i n i n g a n d d e v e l o p ­

m e n t , a n d m a n y others. 
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• K N O W L E D G E BASE & S K I L L S 
There are several "checklists" available, but in essence these 
comprise the following: 

OD theory 
e.g.	 a general knowledge of planned change and action 

research 

Intrapersonal skills 
e.g. conceptual analysis 

integrity 

entrepreneurial skills 

personal stress management 

Interpersonal skills 
e.g. listening 

establishing rapport 

counselling and coaching 

Technical skills 
e.g. data-collection 

organizational analysis 

designing and implementing interventions 
(see chapter 5) 

Integrative consulting skills 
While intrapersonal, interpersonal, and technical skills are 
relevant to the content, process, and context of an organiza­
tional change, there is also a higher order of integrative skills. 
These encompass the overall management of any consul­
tancy process, both operationally and strategically, as wel l as 
the integration of different developmental stages and levels 
of intervention into a synergistic whole. 
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The effective consultant blends the above knowledge and skills 
into the following: 

C O N S U L T A N C Y A B I L I T I E S 

1. to tolerate ambiguity 

2. to influence 

3. to confront difficult issues 

4. to support and comfort others 

5. to listen well and empathize 

6. to recognize one's own feelings and intuitions quickly 

7. to conceptualize 

8. to discover and mobilize human energy 

9. to teach or create learning opportunities 

10. to maintain a sense of humour! 

[after Burke, 1987] 



C H A P T E R 4 

EXTERNAL AND INTERNAL 
CONSULTANCY 

Defini t ions 
Increasing relevance of internal consultancy 
Appropr iate tasks for internal 

& external consultants 
The challenges for internal consultants 
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• DEFINITIONS 

External Consultancy involves consultancy to individuals, 
groups, or organizations outside the organization of which 
the Consultant is a member or employee. 

Internal Consultancy involves consultancy to individuals, 
groups, or the whole organization of which the Consultant is 
also a member or employee. 
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•	 I N C R E A S I N G R E L E V A N C E 
O F I N T E R N A L CONSULTANCY 

The need for consultancy within one's own organization, even if 
not formally requested, is becoming increasingly relevant. This 
is because of the need for organizations to work through the 
constant cultural and structural changes they are facing. Internal 
consultancy may also be an integral part of the work of many 
professionals who may not have the word "consultant" in their 
job title. 
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•	 APPROPRIATE TASKS FOR I N T E R N A L 
AND EXTERNAL CONSULTANTS 

E X T E R N A L C O N S U L T A N C Y I S A P P R O P R I A T E W H E N 

T H E R E I S A N E E D : 

•	 to introduce a major organizational change, particularly 
when consultation with the Board is necessary or the organi­
zation does not have the expertise required—e.g. business 
process management, quality, risk assessment 

•	 for an outside perspective on the organization 

•	 for a consultant who does not have a conflict of interest or 
loyalty, nor an axe to grind. 

I N T E R N A L C O N S U L T A N C Y I S A P P R O P R I A T E W H E N 

T H E R E I S A N E E D T O : 

•	 work with the consequences of organizational change 

•	 rely on skills accessed and built from within the organization 

•	 develop good knowledge of local issues and resources 

•	 facilitate growth of a broad base of support for change 

• own the change effort and for continuing presence through­
out implementation, especially when this is anticipated to 
take years rather than months. 

[adapted from Basset & Brurining, 1994] 
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•	 T H E C H A L L E N G E S 
F O R I N T E R N A L CONSULTANTS 

I n d i v i d u a l s are i n c r e a s i n g l y r e q u e s t e d to take the r o l e of c o n s u l t ­

a n t or t r o u b l e - s h o o t e r f r o m w i t h i n the o r g a n i z a t i o n . A l t h o u g h 

t h i s i s a l e g i t i m a t e a n d a r e c o g n i z e d p o s i t i o n , the role o f i n t e r n a l 

c o n s u l t a n t c a n b e c o m p l e x . 

•	 I n t e r n a l c o n s u l t a n t s ' v i e w s of p r o b l e m s w i l l i n e v i t a b l y b e 

a f f e c t e d b y t h e b e l i e f s a b o u t t h e p r o c e s s o f c h a n g e t h a t 

b r o u g h t t h e i r r o l e i n t o b e i n g i n t h e f i r s t p l a c e . 

F o r e x a m p l e v i e w s a b o u t h o w the o r g a n i z a t i o n s h o u l d 

c h a n g e , at w h a t rate, t h r o u g h w h i c h c h a n n e l s , s u p p o r t i n g 

w h i c h r e l a t i o n s h i p s , etc. T h i s c a n m a k e it diff icult for the 

i n t e r n a l c o n s u l t a n t to d e v e l o p a n i n d e p e n d e n t v i e w of the 

s i t u a t i o n . 

•	 O t h e r p e o p l e i n t h e o r g a n i z a t i o n m a y i n t e r p r e t t h e i n t e r ­

v e n t i o n o f i n t e r n a l c o n s u l t a n t s as b i a s e d i n s o m e w a y . 

T h a t i s , o t h e r s w i l l a s s u m e that the i n t e r n a l c o n s u l t a n t 

w a s b r o u g h t i n to s u p p o r t the p o s i t i o n s a n d p o l i c i e s of t h o s e 

w h o r e q u e s t e d h e l p i n the first p l a c e . T h o s e b e i n g c o n s u l t e d 

w i l l h a v e v i e w s a b o u t the g a i n s a n d l o s s e s a s s o c i a t e d w i t h 

c h a n g e s i n the o r g a n i z a t i o n . T h e s e v i e w s are e x p r e s s e d 

t h r o u g h the bel ief s y s t e m or c u l t u r e of the o r g a n i z a t i o n , 

w h i c h i n t u r n o r g a n i z e s v a r i o u s r o l e s a n d r e l a t i o n s h i p s . 

T h o s e l i s t e n i n g to the i n t e r n a l c o n s u l t a n t w i l l a s k t h e m ­

s e l v e s , " W h o s e s i d e is t h i s p e r s o n o n ? " " A r e h i s / h e r v i e w s 

a c c e p t a b l e to m y m a n a g e r a n d the h i g h e r l e v e l s of the 

o r g a n i z a t i o n ? " " W h a t w i l l h a p p e n to m e if I go a l o n g w i t h 

the c o n s u l t a n t — a n d w h a t if I d o n ' t ? " W h e n p e o p l e b e g i n 

a s k i n g these q u e s t i o n s , the p o s i t i o n of the i n t e r n a l c o n s u l t ­

a n t shifts into a l a r g e r context, w h i c h i n c l u d e s b e h a v i o u r s 

a n d r e l a t i o n s h i p s b e y o n d the i m m e d i a t e a n d a p p a r e n t r e l a ­

t i o n s h i p b e t w e e n i n t e r n a l c o n s u l t a n t s a n d their i n t e r n a l 

c l i e n t s w h o are a l s o c o l l e a g u e s . 
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•	 T h e s t a g e s of c o n s u l t i n g c a n n o t b e so n e a t l y d e f i n e d a n d 

c o n c l u d e d for i n t e r n a l c o n s u l t a n t s , who remain a part of 
the organization to which they are consulting, potentially 
constrained by all the positive and negative effects of their 
interventions and their inability to leave the system. 

(For further reading, see Huffington & Brunning, 1994.) 



C H A P T E R 5 

T H E C O N S U L T A N C Y P R O C E S S 

Key stages in OD consulting 


Scouting 

Entry 

Contracting 

Data-gathering 

Diagnosis 

Planning 

Intervention 

Evaluation 

Withdrawal 
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• K E Y STAGES I N OD C O N S U L T I N G 

1. Scouting 

Change agent 
decides whether or 
not to "enter" 
system 

2. Entry 

Establishing a 
relationship w i t h 
the client as a basis 
for further involve­
ment 

Contracting 

Developing a 
mutua l contract, 
clarifying expecta­
tions and modus 
operandi 

4. Data-gathering 

Measuring organi­
zational indices and 
variables 

Diagnosis 

Interpret ing the 
data, feeding i t back 
to the client, and 
developing a jo int 
understanding 

Planning 

Ident i fy ing specific 
interventions, 
inc lud ing w h o w i l l 
do what , and h o w i t 
might be evaluated 

Intervention 

Carry ing out the 
planned implemen­
tations 

Evaluation 

Assessing the 
success of the inter­
ventions and the 
need for further 
action or w i t h ­
d r a w a l 

Withdrawal 

I f no further action 
by the change agent 
is required, manag­
ing the termination 
of the O D w o r k , 
whi le at the same 
time leaving the 
system w i t h an 
enhanced capacity 
to manage change 
by itself, i n the 
future 
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M o s t O  D w o r k i n v o l v e s the u s e of s o m e k i n d of c h a n g e a g e n t , 

i n t e r n a l o r e x t e r n a l , to the o r g a n i z a t i o n a n d " l e g i t i m i z e d 7 ' o r 

o t h e r w i s e . T h e r o l e of c h a n g e agent at e a c h stage of the c o n s u l ­

t a n c y p r o c e s s i s e x p l o r e d m o r e f u l l y i n the n e x t s e c t i o n s . 
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• S C O U T I N G 

S c o u t i n g h a s b e e n d e f i n e d as " A r r i v i n g at a d e c i s i o n of w h e t h e r 

or n o t to p u r s u e a r e l a t i o n s h i p " ( N i e l s e n , 1984). L e s s f o r m a l l y , 

it c o u l d b e d e s c r i b e d as " s u s s i n g o u t the l ie of the l a n d " . I t 

i n v o l v e s s o m e k i n d of contact w i t h the cl ient o r g a n i z a t i o n a n d 

a n i n i t i a l , i n e v i t a b l y s u p e r f i c i a l , a s s e s s m e n t of the c l i e n t ' s n e e d s 

a n d r e s o u r c e s a n d of w h e t h e r these are c o m p a t i b l e w i t h a n O  D 

i n t e r v e n t i o n . 

U l t i m a t e l y , the c o n s u l t a n t m u s t d e c i d e w h e t h e r the v i s i o n a n d 

v a l u e s of the o r g a n i z a t i o n , a n d the n a t u r e of the project 

a n d a s s i g n m e n t i n q u e s t i o n , a p p e a r w o r t h w h i l e p e r s o n a l l y a n d 

r e w a r d i n g p r o f e s s i o n a l l y . 

I n d e c i d i n g w h e t h e r or n o t to p r o c e e d , the c o n s u l t a n t s m u s t b e 

c l e a r about: 

•	 their o w  n p o s i t i o n a n d attitude t o w a r d s the r e q u e s t 

•	 the i s s u e s s u r r o u n d i n g the o r g a n i z a t i o n r e q u e s t i n g the 

p r o j e c t 

•	 the i s s u e s s u r r o u n d i n g the a c t u a l n a t u r e of the project. 

A further d i m e n s i o n to the role of c h a n g e agents is w h e t h e r 

t h e y operate a s " c o n f o r m i s t " or " d e v i a n t " i n n o v a t o r s ( L e g g e , 

1978): 
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" C o n f o r m i s t " i n n o v a t o r s e n d e a v o u r to relate t h e i r a c t i v i t i e s 

to o r g a n i z a t i o n a l l y d e f i n e d s u c c e s s c r i t e r i a , r a t h e r t h a n a t ­

t e m p t i n g to alter the o r g a n i z a t i o n . T h e y a s s o c i a t e t h e m s e l v e s 

w i t h t h e o r g a n i z a t i o n ' s v a l u e s a n d b e h a v i o u r . T h e y a c c e p t 

t h e o r g a n i z a t i o n for w h a t it i s , s o that their r o l e i s p r i m a r i l y 

o n e of e n h a n c i n g the o r g a n i z a t i o n ' s e f fect iveness b y i m p r o v ­

i n g t h e q u a l i t y of m a n a g e r i a l efforts. 

" D e v i a n t " i n n o v a t o r s , h o w e v e r , d o t r y to i n f l u e n c e d o m i n a n t 

o r g a n i z a t i o n a l v a l u e s , n o t a b l y w h e r e these are n o t n e c e s s a r ­

i l y t h e s a m e a s s o c i e t y ' s . T h e y a i m to u s e m o r e " h u m a n i s t i c " 

v a l u e s a s a r e f e r e n c e p o i n t for the o r g a n i z a t i o n a n d h o p e to 

affect t h e o r g a n i z a t i o n ' s v a l u e s a n d b e h a v i o u r i n t h i s d i r e c ­

t i o n . 

T h e f o l l o w i n g q u e s t i o n s ( a d a p t e d f r o m B a s s e t & B r u n n i n g , 1994, 

a n d B r o o m e , 1995) m a y h e l p the p r o s p e c t i v e c o n s u l t a n t d e c i d e 

w h e t h e r to a c c e p t o r d e c l i n e a r e q u e s t . 

A B O U T T H E R E Q U E S T I T S E L F 

•	 W h o is the c l i e n t ? 

•	 W h o i s the s p o n s o r (i.e. the c h a m p i o n of the w o r k , w h o m a y 

n o t b e d i r e c t l y i n v o l v e d b u t w h o s e s u p p o r t i s e s s e n t i a l ) ? 

•	 W h a t i s b e i n g a s k e d of t h e c o n s u l t a n t ? 

•	 W h a t i s t h e r e a l i s s u e at s t a k e ? 

•	 I s t h e r e a d i f f e r e n c e b e t w e e n w h a t t h e c o n s u l t a n t i s e x p e c t e d 

to d o a n d t h e r e a l i s s u e ( s ) ? 

•	 C a n the r e a l i s s u e b e w o r k e d w i t h / a d d r e s s e d ? 

A B O U T T H E C L I E N T O R G A N I Z A T I O N 

M A K I N G T H E R E Q U E S T 

•	 D o I a s a c o n s u l t a n t agree w i t h the o v e r a l l p r i n c i p l e s / v a l u e s 

u n d e r p i n n i n g t h i s o r g a n i z a t i o n a n d t h i s p a r t i c u l a r p i e c e of 

w o r k ? 
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•	 W h o are the b a s i c s t a k e h o l d e r s i n this o r g a n i z a t i o n ? W h o 

s t a n d s to g a i n / l o s e as a result of this project b e i n g u n d e r ­

t a k e n b y m e ? 

•	 W i l l the e m p l o y i n g o r g a n i z a t i o n g e n e r a l l y be w e l c o m i n g to a 

c o n s u l t a n t ? 

•	 A r e p e o p l e / d e p a r t m e n t s / p a r t s of the o r g a n i z a t i o n b e i n g ex­

c l u d e d f r o m this piece of w o r k w h e n they c o u l d or p e r h a p s 

s h o u l d b e i n c l u d e d ? 

•	 I s this o r g a n i z a t i o n capable of l e a r n i n g / d e v e l o p i n g / u s i n g 

the c o n s u l t i n g p r o c e s s to their a d v a n t a g e ? 

•	 W h a t w i l l c h a n g e / i m p r o v e / w o r s e n i n the o r g a n i z a t i o n as a 

r e s u l t of this project? 

•	 D o t h e y r e a l l y n e e d a c o n s u l t a n t — o r c o u l d t h e y d o it b e t t e r / 

a s w e l l o n their o w n ? 

A B O U T T H E P R O J E C T 

A S D E F I N E D B Y T H E C L I E N T O R G A N I Z A T I O N 

•	 I s this w o r k a c h i e v a b l e ? 

•	 I s this a n e x c i t i n g p i ec e of w o r k ? 

•	 H o w m u c h p r e s s u r e w i l l there be a n d f r o m w h e r e ? 

•	 I s this p r o j e c t / p r o c e s s e m p o w e r i n g ? T o w h o m ? 

•	 H o w w i l l the p i ec e of w o r k f inish? 

•	 W h a t w i l l the e n d p r o d u c t be? W i l l it l e a d to n e w / o t h e r 

d e v e l o p m e n t s ? 

•	 W h o w i l l be m a n a g i n g m y w o r k ? 

•	 T o w h o m w i l l I b e r e s p o n s i b l e / a c c o u n t a b l e for the project? 

•	 W i l l I b e g i v e n access to a l l l e v e l s of o r g a n i z a t i o n r e l e v a n t to 

m y w o r k ? 

•	 W h a t a b o u t the r e s o u r c e s avai lable f r o m the o r g a n i z a t i o n ? 

•	 W h a t are these r e s o u r c e s , a n d w h o w i l l a p p r o v e their u s e ? 
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A B O U T Y O U A S T H E C O N S U L T A N T 

•	 H o  w w i l l I b e s u p p o r t e d a n d e n a b l e d to d o the w o r k ? 

•	 S h o u l d it r e a l l y b e m e , or are there o t h e r s w h o c o u l d d o t h i s 

p r o j e c t better, m o r e e a s i l y , o r m o r e e c o n o m i c a l l y t h a n I ? 

•	 D o I n e e d this project? 

I f t h e s e q u e s t i o n s c a n b e r e s o l v e d to the c o n s u l t a n t ' s s a t i s f a c t i o n , 

the c o n s u l t a n t p r o c e e d s w i t h the n e x t stage, a m o r e f o r m a l e n ­

q u i r y o n a s i m i l a r l i s t of q u e s t i o n s , n a m e l y E N T R Y . 
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E n t r y is the m o r e f o r m a l b e g i n n i n g of the c l i e n t / c o n s u l t a n t 

a s s o c i a t i o n . F o r the c o n s u l t a n t it w i l l be a n i m p o r t a n t o p p o r t u ­

n i t y to gather m o r e d a t a i n s u p p o r t of the i n i t i a l i n f o r m a t i o n 

g e n e r a t e d d u r i n g the p r e v i o u s S C O U T I N  G stage. 

T h e f o r m a l e n q u i r y m a y f o l l o w the s a m e p a t t e r n of i n f o r m a t i o n ­

s e e k i n g as c o v e r e d i n E N T R Y ; i n o r d e r to g a i n c l a r i t y a b o u t 

e s s e n t i a l i s s u e s , c o n s u l t a n t s w i l l be r e l y i n g o n their s k i l l s of: 

•	 a s k i n g q u e s t i o n s a n d p r o b i n g for c lar i ty / u n d e r s t a n d i n g 

•	 b e i n g attentive to the o v e r t a n d c o v e r t m e s s a g e s g i v e n 

•	 u n d e r s t a n d i n g the c l i e n t ' s p e r s p e c t i v e a n d n e e d s 

•	 b u i l d i n g trust a n d c r e d i b i l i t y 

•	 l e g i t i m i z i n g the p r o c e s s of c o n s u l t a n c y 

•	 e s t a b l i s h i n g their c r e d e n t i a l s 

•	 s e c u r i n g a g r e e m e n t to w o r k i n the c l i e n t ' s s y s t e m 

•	 a s s e s s i n g r e a d i n e s s a n d expectations 

•	 testing h y p o t h e s e s a b o u t the p r e s e n t i n g p r o b l e m 

•	 testing o n e ' s o w n u n d e r s t a n d i n g of the o r g a n i z a t i o n a n d 

its p r i m a r y p r e o c c u p a t i o n s 

•	 u n d e r s t a n d i n g w h e r e the o r g a n i z a t i o n is i n r e l a t i o n to its 

o w n c y c l e of d e v e l o p m e n t (see F i g u r e 5.2, p . 68). 
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O n c e t h e r e i s a s h a r e d u n d e r s t a n d i n g b e t w e e n the c l i e n t a n d 

the c o n s u l t a n t that c o n s u l t a n c y is r e q u i r e d a n d d e s i r a b l e for t h e 

b e n e f i t of the o r g a n i z a t i o n , the n e x t stage of the c o n s u l t i n g p r o ­

c e s s i s e n t e r e d into: the f o r m a l C O N T R A C T I N G stage. 
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• C O N T R A C T I N G 

T h e contract i s the explic it a g r e e m e n t b e t w e e n the cl ient a n d the 

c o n s u l t a n t r e g a r d i n g : 

•	 the s c o p e of the O  D i n t e r v e n t i o n 

•	 its b r o a d objectives 

• m e t h o d o l o g y 

•	 access to the o r g a n i z a t i o n a n d its database 

•	 access to i n d i v i d u a l s a n d / o r d e facto cl ients 

•	 the role of the c o n s u l t a n t 

•	 r e p o r t i n g r e l a t i o n s h i p s 

•	 l i k e l y i n v o l v e m e n t of the cl ient (e.g. i n i n t r o d u c t i o n s , 

l o b b y i n g , etc.) 

•	 the m o d u s o p e r a n d i or g r o u n d r u l e s (e.g. confidential i ty) 

•	 l i k e l y t ime-scale a n d costs i n v o l v e d 

•	 r e g u l a r o p p o r t u n i t i e s for r e v i e w s a n d r e n e g o t i a t i o n o v e r 

t i m e 

•	 e v a l u a t i o n . 

A t the p o i n t of a g r e e i n g a contract w i t h the cl ient o r g a n i z a t i o n , 

the c o n s u l t a n t s h o u l d also b e a w a r e of the less f o r m a l b u t n o n e ­

theless i m p o r t a n t i s s u e of the p s y c h o l o g i c a l contract . T h i s refers 

to a m u t u a l s e n s e of w i l l i n g n e s s to collaborate p r o d u c t i v e l y a n d 
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i s q u i t e d i s t i n c t f r o m the l e g a l or f i n a n c i a l c o n t r a c t , e x p r e s s e d 

p e r h a p s b y " W e c a n d o b u s i n e s s t o g e t h e r " . I t i s u s u a l l y u n w r i t ­

t e n a n d u n s p o k e n , b u t it i s c r i t i c a l to the s u b s e q u e n t s u c c e s s 

o f the v e n t u r e . W h e n the p s y c h o l o g i c a l c o n t r a c t i s r o b u s t , it i s 

m u c h e a s i e r to e x p l o r e a s s u m p t i o n s a n d e x p e c t a t i o n s a n d to 

r a i s e i s s u e s of a u t o n o m y a n d p o w e r that, i f u n a c k n o w l e d g e d , 

c a n u n d e r m i n e the b a s i s o n w h i c h the c l i e n t / c o n s u l t a n t p a r t n e r ­

s h i p is f o u n d e d . 

F o r f u l l e r d i s c u s s i o n of these i s s u e s , see H u f f i n g t o n a n d B r u n n i n g 

(1994). 
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• DATA-GATHERING 

Data collection in OD involves the formal gathering of informa­
tion on particular organizational features, such as the inputs, 
transformation processes, and outputs mentioned in chapter 2. 

In addition to such observations, there are a number of other 
more formal and objective data-gathering techniques, which 
could be represented as in Table 5.1. 

Informal data-gathering will inevitably be happening from the 
very start of any OD contact, and more experienced consultants 
will be gathering such intelligence from the very beginning of 
their engagement with the organization. 

For instance, if the consultant is always kept waiting for appoint­
ments, the meetings never start on time, or the stakeholders 
invited to the meetings do not turn up or come unprepared, the 
consultant may use this additional information in support of the 
formal data available. 
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TABLE 5 . 1 . Data-gathering techniques 

Techniques 

Observations 

Interviews 

Questionnaires 

Organizational records 
e.g. company records 
archives 
complaints 
written policies 
etc. 

Advantages 

Direct 
Free of self-report biases 
Insightful 
Augments other methods 

of data collection 

More personalized 
Provide opportunity to 

clarify aims of exercise 
Can cover previously 

unanticipated issues 
Facilitate 1:1 and 1:group 

relationships 
Structured or semi­

structured or 
unstructured 

Can be modified 
Enable probing of issues 

Cheaper than interviewing 
Efficient 
Can be computerized 
Can be standardized 
Can be customized 
Useful if organization is 

large 
Provide quantitative 

information 
Can be built up from 

interview data 

Useful source of data on 
"structural" components 
e.g. jobs, reward 

systems, turnover, 

absenteeism, etc. 


More objective 
Free from respondent 

bias 
Quantifiable 

Disadvantages 

Observer must be skilled 
and unbiased 

Time-consuming 
Risk of self-report bias 
Requires a skilled 
interviewer 

Risk of interviewer bias 

Limited qualitative 
information 

Impersonal 
Risk of response bias 
Risk of insensitive 
administration 

Possible poor design 

Incomplete data 
Built-in bias 
Not always easily 
accessible 

Often commercially 
sensitive 
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• DIAGNOSIS 

A f t e r the d a t a - g a t h e r i n g stage, effective d i a g n o s i s is r e q u i r e d if 

s u b s e q u e n t O  D i n t e r v e n t i o n s are to be successful . I n O  D t e r m s , 

it d o e s n o t refer to a n a r r o w m e d i c a l def init ion; rather, it is a 

c o l l a b o r a t i v e effort, u s u a l l y i n v o l v i n g the c o n s u l t a n t i n f e e d i n g 

b a c k d a t a to the cl ient, f o l l o w e d b y a joint effort at d r a w i n g 

c o n c l u s i o n s to i n f o r m a n y future a c t i o n p l a n . 

A n  y d a t a fed b a c k to the c l i e n t o r g a n i z a t i o n for u s e i n j o i n t 

d i a g n o s i s s h o u l d i d e a l l y m e e t c e r t a i n criteria: 

I d e a l C h a r a c t e r i s t i c s of F e e d b a c k D a t a 

• m e a n i n g f u l 

• c o m p r e h e n s i b l e 

• d e s c r i p t i v e 

• v e r i f i a b l e 

• n o t o v e r w h e l m i n g 

• i m p a c t f u l 

• c o m p a r a t i v e — e x p l a i n e d i n context 

• u n f i n a l i z e d — n o t s e e n as a one-off exercise 

[Mohrman, Cummings, & Lawler, 1983' 
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Diagnosis is usually derived from the conceptual model of how 
organizations function (see Figure 2.1). Another model, devel­
oped by International Training Services (ITS: see Appendix 2) , is 
" T h e Organizational Wheel" , as shown in Figure 5.1. 

According to ITS, the individual parts of the wheel and 
the hub are interrelated. By using data generated under each 
of the wheel 's parts, the " w h e e l " analysis provides: 

• causal links between any problems 

• information on the principal factors for change 

• identification of the organization's learning needs and op­
portunities. 

F I G U R E 5.1 The organizational wheel 

Environment 
Legislation 
Clients' demands 
Social change 

Systems & procedures Resources 
for: organizing People's knowledge 

controlling skids 
monitoring experience 
regulating Money 
reporting Raw materials 

Communication systems Plant 
Decision-making process Space 

The individual 
Behaviour 


Needs 

Expectations 


Relationships Identity 
Quality of interaction Purpose 
The informal organization Policies 
Organization climate Objectives 

Priorities 
Values 

[International Training Services] 
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• PLANNING 

Depending on the data gathered, the diagnosis reached, and 
the interventions available, a process of specific actions can be 
decided on. Such a plan should ideally address those issues 
identified i n the diagnostic phase and should contain a sense of 
the desired future state. 

A useful guide is that of the Change Equation: 

T h e C h a n g e E q u a t i o n 

A x B x C >  D 

where A
B

C

D

 = dissatisfaction w i t h the status quo 
= a shared vision of a better future 
= knowledge of the first practical steps 
= the cost (psychological, financial, etc.) 

of making the change 

[Gleicher, in Turrill, 1986] 

Thus, before embarking on any intervention, there has to be 
i n the client organization a sufficient dissatisfaction w i t h the 
present: "No pain, no gain!" Equally, there has to be a clear 
vision of how things could be i f change were to take place, and 
some agreement about initial steps to be taken on the journey of 
transition. If even one of these three ingredients is missing, then 
A x B x C = 0, and so it is likely that nothing w i l l happen. 
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• I N T E R V E N T I O N 

A c c o r d i n g to B u r k e (1987) , a n O  D i n t e r v e n t i o n e n c o m p a s s e s : 

" . .  . s o m e specific activity, s o m e event, or p l a n n e d sequence 

of events , that occur as a result of diagnosis a n d feedback . .  . 

p r o v i d e d the e v e n t 1) r e s p o n d s to a n actual a n d felt n e e d for 

c h a n g e o n the p a r t of the client, 2) i n v o l v e s the client i n the 

p l a n n i n g a n d i m p l e m e n t i n g of the change, a n d 3) leads to 

c h a n g e i n the organisation's c u l t u r e . " 

[p. 112] 

O n e w a y of r e p r e s e n t i n g the r a n g e of i n t e r v e n t i o n s i n a d d i t i o n 

to F i g u r e 2.4 (the O  D c u b e ) is g i v e n o v e r l e a f i n T a b l e 5.2. 

C o n s u l t a n t s m a y b e h e l p e d i n their a t t e m p t s to c lar i fy i s s u e s 

a n d select the m o s t a p p r o p r i a t e i n t e r v e n t i o n s b y c o n s i d e r i n g the 

o r g a n i z a t i o n ' s stage i n its l i fe-cycle (see F i g u r e 5.2). T h i s m o d e l 

c a n a p p l y to a w h o l e o r g a n i z a t i o n or to t e a m s , s u b g r o u p s , or 

u n i t s w i t h i n a n o r g a n i z a t i o n . 
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Depth & nature 
of intervention System level 

AAAAA 	 1. The whole 
organization 

2.	 Inter-group 

ORGANIZATIONAORGANIZATIONAORGANIZATIONAORGANIZATIONAORGANIZATIONALLLLL 

®-@ 
3.	 Team 

(° o °o)
\ O  _ 0 7 

4.	 Inter­
personal 

THERAPEUTITHERAPEUTITHERAPEUTITHERAPEUTITHERAPEUTICCCCC 

<§H0) 
5.	 Individual 

TABLE 5.2 

Tas/c/sstves 

Strategic thinking, strategy dev­
elopment, planning transitions and 
change; management of the bound­
aries with the wider system; organi­
zational design; diagnosing organiza­
tional effectiveness, designing and 
initiating processes to improve it. 

Managing the interfaces between 
all major functions/parts of the organ­
ization; work flow; meshing of roles 
and responsibilities; identifying blocks 
and helping forces, and planning 
action on them. 

Goal-setting and clarity. Congruence 
with mission. Derivation of perform­
ance criteria. Role definition and 
clarity of responsibilities. Effective 
meetings. 

Role definition and negotiation. Boss/ 
subordinate issues, e.g. delegation, 
accountability, freedom to act; per­
formance review and feedback. 

Foil for testing thinking, sounding 
board. Role definition and clarifica­
tion. Meetings preparation; action 
planning. 

file:///O_07
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Aspects of organization development interventions 

Process issues 

Visioning, developing organisational 

identity, building commitment; represent­

ing and marketing the organisation to the 

wider system/outside world; diagnosing 

and managing organizational condition, 

climate and culture; building the organi­

zation as a learning system; raising 

organizational capacity. 


Articulating inter-group perspectives, 

inter-group conflict resolution. 


Team-building. 

Commitment. 

Group dynamics facilitation. 


Interpersonal relationships. 

Interpersonal conflict resolution. 

Managerial counselling, subordinate 

development. 

Role negotiation. 


Assistance with professional and per­

sonal review, e.g. management style and 

values, life goals, job and personal 

transitions; skills development, individual 

learning, individual visioning. 


The clients 

at this system level 


Top managers and top man­
agement teams. 

Heads of functions/depart­
mental fuctional/departmental 
management teams. 

Teams at any organisational 
level. 

Pairs of individuals, or their 
managers, at any organizational 
level. 

Individuals at any organizational 
level. 

[Reproduced with the kind permission of Shell UK's OD unit] 
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FIGURE 5.2 The organizational life-cycle 

Lost touch with the customer 

Few people Clear systems More autonomy 
Loyalty & warmth Consistency Positive management of change 
Little formality Organization charts More concern for the customer 
Fast growth Specialist functions Decentralization 
Quick return on effort 

[from work done in 1988 by Valerie Stewart of British Rail] 

T h e stages of P i o n e e r i n g , S y s t e m a t i z a t i o n , a n d I n t e g r a t i o n i n 

F i g u r e 5.2 g i v e r ise to different t y p e s of d e v e l o p m e n t a l " c r i s i s " ; 

the s y m p t o m s of these cr ises are s h o w n a b o v e the d e v e l o p m e n ­

tal l ine. I f these cr ises are to b e r e s o l v e d , i n t e r v e n t i o n s i n the 

d i r e c t i o n s s h o w n b e l o w the l i n e are a p p r o p r i a t e at e a c h p o i n t . I f 

o n e i m a g i n e s the m o d e l a p p l y i n g to a large u n i t or w h o l e o r g a n i ­

z a t i o n , one c a n v i s u a l i z e a n e w o r g a n i z a t i o n g r o w i n g fast b u t 

r e a c h i n g a p o i n t w h e r e it n e e d s to b e c o m e less f o c u s e d o n a 

c h a r i s m a t i c l e a d e r a n d m o r e o n s y s t e m s a n d r o u t i n e s for w o r k ­

i n g effectively. F u r t h e r d o w n the l i n e , these s y s t e m s c o u l d 

b e c o m e r i g i d a n d b u r e a u c r a t i c a n d m i g h t interfere w i t h g r o w t h 

a n d d e v e l o p m e n t . T h e o r g a n i z a t i o n s m a y t h e n n e e d to d i v i d e 

i n t o further a u t o n o m o u s special ist u n i t s to c o n t i n u e to t h r i v e . 

T h e n e a c h of these u n i t s c o u l d be c o n s i d e r e d to be at the p i o ­

n e e r i n g stage a g a i n , t h u s c o m p l e t i n g the cycle . 
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• E V A L U A T I O N 

" D o e s O  D w o r k ? . .  . I n general the a n s w e r is ' Y E S , O  D 

c a n h a v e posit ive effects o n i n d i v i d u a l s , w o r k g r o u p s 

a n d organisations i n terms of attitude changes, b e h a v i o u r 

changes a n d performance changes ' . E v a l u a t i n g O  D p r o g r a m s 

is a c o m p l i c a t e d a n d difficult u n d e r t a k i n g , h o w e v e r . . . . " 

[French & Bell, 1978] 

T h e first i s s u e , of c o u r s e , is w h e t h e r e v a l u a t i o n is c o n d u c t e d for 

c u r i o s i t y - b a s e d o u t c o m e r e s e a r c h or for k n o w l e d g e g e n e r a t i o n 

to a i d the c o n s u l t a n c y p r o c e s s itself. I f the f o r m e r , t h e n t h e r e 

a r e n u m e r o u s p r o b l e m s w i t h c a r e f u l l y c o n t r o l l e d O  D r e s e a r c h , 

n o t a b l y i n d e m o n s t r a t i n g a n y c a u s a l l i n k b e t w e e n the O  D i n t e r ­

v e n t i o n or " t r e a t m e n t " a n d its d e p e n d e n t v a r i a b l e s (see F r e n c h 

& B e l l , 1978, for d i s c u s s i o n ) . 

O u t c o m e m e a s u r e s a n d a u d i t of the c o n s u l t a t i v e p r o c e s s s h o u l d 

r e a l l y b e a g r e e d at the c o n t r a c t i n g stage, so that the c l i e n t a n d 

the c o n s u l t a n t , a s w e l l a s o t h e r i m p o r t a n t s t a k e h o l d e r s , w i l l b e 

i n a p o s i t i o n at the e n d of the p r o c e s s of c o n s u l t a n c y to c h e c k 

w h e t h e r the a g r e e d p r o c e s s / o u t c o m e / r e s u l t s / c h a n g e s etc. h a v e 

b e e n r e a c h e d a n d w i t h w h a t effect. 

C o u n t l e s s c a s e s t u d i e s of effective o r g a n i z a t i o n a l c h a n g e d o 

e x i s t , a n d t h i s i s e v i d e n c e d i n a m u s h r o o m i n g of a s s o c i a t e d 

l i t e r a t u r e . 
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W h a t h a s e m e r g e d f r o m w o r k to date is a n a p p r e c i a t i o n of those 

factors c o r r e l a t e d w i t h s u c c e s s f u l O D . 

Factors associated with successful O  D 

•	 a w a r e n e s s b y k e y p e o p l e of o r g a n i z a t i o n a l p r o b l e m s 

•	 a p p r e c i a t i o n b y k e y p e o p l e of the c o n t r i b u t i o n of O  D 

•	 the i n t r o d u c t i o n into the s y s t e m of a b e h a v i o u r a l scientist 

a s c h a n g e agent 

•	 s u p p o r t f r o m the top of the o r g a n i z a t i o n 

•	 c o m p r e h e n s i v e d i a g n o s i s 

• e a r l y s u c c e s s e s 


• o p e n e d u c a t i o n a l p h i l o s o p h y about O  D 


•	 d e v e l o p m e n t of i n t e r n a l O  D r e s o u r c e s 

•	 effective m a n a g e m e n t of the O  D p r o c e s s 

S o m e of the case s t u d i e s p r o v i d e i m p o r t a n t l e s s o n s i n r e l a t i o n to 

w h i c h i n t e r v e n t i o n s w e r e effective a n d w h i c h w e r e not , a n d 

w h i c h o r g a n i z a t i o n a l c i r c u m s t a n c e s w e r e m o r e c o n d u c i v e to a 

s u c c e s s f u l i n t e r v e n t i o n . 

F i n a l l y , as w i t h the choice of a p p r o p r i a t e i n t e r v e n t i o n , the e v a l ­

u a t i o n s h o u l d not be too m e c h a n i c a l a p r o c e s s , b u t o n e that 

a l l o w s a joint reflection o n other r e l e v a n t a c h i e v e m e n t s of the 

project s u c h as: n e w d e v e l o p m e n t s a n d possibi l i t ies , f r e s h p e r ­

c e p t i o n s a n d capabil i t ies , a n d , m o s t i m p o r t a n t l y , n e w l e a r n i n g . 
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• WITHDRAWAL 

M a n a g i n g d i s e n g a g e m e n t f r o m a n y i n t e r v e n t i o n i s a s k i l l e d 

task. A b o v e a l l , it i s a m a t t e r of t i m i n g a n d of j u d g e m e n t . C l i e n t s 

w i l l h o p e f u l l y c o n s i d e r that t h e y h a v e a sat is factory o u t c o m e , 

a n d t h a t a n y r e s u l t a n t c h a n g e s c a n b e m a i n t a i n e d i n the c l i e n t 

s y s t e m . 

C o n s u l t a n t s m u s t a l s o j u d g e w h e t h e r r e s p o n s i b i l i t y a n d o w n e r ­

s h i p for the w o r k i s s e c u r e e n o u g h for the c l i e n t s to b e a b l e to 

m a n a g e s i m i l a r c h a n g e s i n the future. O n l y t h e n i s i t t i m e l y to 

n e g o t i a t e a n e n d i n g of the c o n s u l t a n c y r e l a t i o n s h i p or to a g r e e 

w h e t h e r f u r t h e r i n t e r v e n t i o n i s a p p r o p r i a t e . I f the latter a p p l i e s , 

t h e n a n e w p r o c e s s of c o n s u l t a n c y c a n b e g i n . 

H o w e v e r , i n the s p i r i t of p r o c e s s c o n s u l t a n c y , it m u s t b e a c ­

k n o w l e d g e d that the o r g a n i z a t i o n m a y h a v e c h a n g e d a s a r e s u l t 

of the c o n s u l t a n t ' s w o r k , a n d so too h a s the c o n s u l t a n t b y b e i n g 

p a r t of t h a t p r o c e s s . S o it c o u l d b e that n e w o p p o r t u n i t i e s for 

c r e a t i v e c o n s u l t a n c y w o r k p r e s e n t t h e m s e l v e s i n t h i s e n d i n g 

p r o c e s s a n d that s o m e t i m e s it w o u l d b e i n a p p r o p r i a t e to e x i t t h e 

s y s t e m too f i n a l l y . 

F o r t h o s e w h o w o r k a s i n t e r n a l c o n s u l t a n t s , the f o r m a l e n d i n g 

of a g i v e n project a n d a s s o c i a t e d " d e - r o l i n g " c a n b e a di f f icult 

p r o c e s s . I f n o t e x e c u t e d w i t h c l a r i t y , t h e n there m a y b e r o l e 

! 
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confusion and a lingering sense of responsibility on the part of 
the consultant. 

Examples of ways in which consultants can signal both con­
cretely and symbolically the end of their involvement with a 
given project include: 

• a written report 

• a formal presentation 

• a formal action plan 

• a celebration of success. 



C H A P T E R 6 

CHANGE MANAGEMENT 

Content of change 
Some assumptions 
Some guidelines for successful change efforts 
Some observations on successful change efforts 
Personal ground rules for change agents 

73 
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•	 C O N T E N T OF C H A N G E 
H o w d o organizations typica l ly go about def in ing the content of 
their change? 

•	 Assessment of internal and external environment 
First of a l l , i n order to change, an organizat ion requires an 
appraisal of its internal and external environment . Analys­
i n g threats and opportunit ies , strengths and weaknesses, 
resources and opportunit ies is the cornerstone of strategic 
management . 

•	 Strategic options 
F r o m this assessment, strategic options w i l l be formulated . 
These can range f r o m d o i n g the same t h i n g to d i s t inct ly 
different ways of d o i n g things, as i l lustrated i n Figure 6.1. 

•	 Strategic intent 
I n order to change, however , there needs to be a wel l -def ined 
strategic intent—i.e . the n e w direct ion, the n e w purpose, of 
the organization. This w i l l constitute the i n p u t of the change 
process, w h i c h w i l l i n t u r n lead to a modi f icat ion of that 
strategic process i n an interactive fashion. 

FIGURE 6.1 Marketing activities 

Existing product/ New product/ 
service/activity service/activity 

Existing market 

New market 
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• F u t u r e p r e s e n t 

S t r a t e g i c i n t e n t c r e a t e s a future, a v i s i o n of a better w o r l d , a n d 

c h a n g e is a b o u t t r a d i n g the p r e s e n t for the f u t u r e . 

I n u n d e r t a k i n g a p l a n n e d p r o c e s s of c h a n g e , c e r t a i n a s s u m p ­

t i o n s a n d v a l u e s a r e e i ther e x p l i c i t , or m o r e u s u a l l y i m p l i c i t , i n 

the p r o c e s s . T h e r e m a i n d e r of this c h a p t e r i s a d i s t i l l a t i o n of 

i d e a s p r e d o m i n a n t l y f r o m the w o r k of R i c h a r d B e c k h a r d 

( B e c k h a r d & H a r r i s , 1987), w h i c h a t t e m p t s to c a p t u r e t h o s e e s ­

s e n t i a l a s s u m p t i o n s a n d to offer s o m e p r a c t i c a l a n d p e r s o n a l 

g u i d e l i n e s . 
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• SOME ASSUMPTIONS 

Indiv iduals : 

•	 want to grow and develop 

•	 want their organization to succeed 

•	 tend to be resistant to change, particularly if goals or 
means towards it are unclear 

•	 can learn to analyse a situation and plan its change 

•	 tend to support change more if involved in its plan­
ning 

•	 have membership in several groups—e.g. subordi­
nate, head of a work family, colleague group, etc.—so 
effective work performance requires effective leader­
ship and membership skills 

About organizations: 

• organizations are composed of overlapping work 
groups 

•	 any change in a sub-system is likely to affect the 
whole system 

•	 any aspect of the system—e.g. morale, communica­
tions, loyalty, effectiveness—is held in an equilib­
r ium by opposing forces 

•	 hierarchical organizations tend to have low openness 
due to low level of trust 

•	 norms are often used for avoiding or suppressing 
conflict 
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Change agents: 

•	 must establish a personal relationship of trust and 
confidence early on 

•	 should deal wi th the dependency relationship be­
tween themselves and their client 

•	 should concentrate on problem diagnosis 

•	 should resist the temptation to control the situation 
or client 

•	 should avoid defending, advising, persuading, or 
censoring 

•	 should build in plans for stabilization and main­
tenance of change without dependence on them 
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•	 SOME G U I D E L I N E S 
FOR SUCCESSFUL C H A N G E EFFORTS 

Clear analysis of . .  . 

• definition of the change problem: 

—	 what types of change are indicated? 

—	 where are the systems related to the problem? 

• aims and objectives, final and interim 

• methods to be used and consequences 

• priorities: 

—	 what is the starting point? 

—	 where do you have the most leverage? 
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C o n t r a c t i n g . . , 

• obtain consensus on aims, methods, and roles 

•	 use a joint problem-solving approach 

•	 involve those affected by the change 

•	 agree a clear contract that is not watered down 

D e v e l o p a n A c t i v i t y o r P r o c e s s P l a n i n w h i c h . . . 

•	 activities are clearly identified rather than broadly 
generalized 

•	 activities are closely linked to change goals 

•	 people understand exactly what their roles are 

•	 there is a timetable of activities with deadlines and 
targets 

•	 there are contingency plans 

•	 cost effectiveness has been considered 

•	 the involvement and support at the top is overt 

•	 continual monitoring and review is built into the 
process, with agreed criteria for evaluation 
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Develop a Commitment Plan in which , . . 

•	 target individuals whose commitment is needed are 
identified ("critical mass") 

•	 the commitment of each individual in the "critical 
mass" is assessed 

•	 there is a plan for obtaining necessary commitment 
from the "critical mass" and means for monitoring it, 
e.g. by: 

—	 problem-finding activities and educational 
efforts to create awareness of the problem 

—	 treating "hurting" systems, or those who are 
suffering most by things not changing 

—	 changing the reward system to value different 
behaviour 

—	 changing the behaviour of leaders, so that they 
can act as role models 

—	 forced collaboration mechanisms in which 
people are required to work together and take 
on certain managerial roles 
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•	 S O M E OBSERVATIONS O N 
S U C C E S S F U L C H A N G E EFFORTS 

C o n d i t i o n s t h a t m u s t e x i s t o r b e " e n g i n e e r e d " : 

•	 shared dissatisfaction with the status quo 

•	 shared vision of the future and aims for change 

•	 knowledge about "first practical steps" 

•	 economic and psychological costs for people must 
not be greater than the above three points 

•	 the organization operates in a goal-directed mode 

•	 decision-making is based on who is close to the issue, 
rather than position in role or hierarchy 

•	 reward systems are related to the work to be done 

•	 communication is relatively open 

•	 collaboration is rewarded 

•	 conflict is managed, not suppressed or avoided 

•	 the organization is seen as an open system 

•	 individuality and individuals are valued 

•	 an "action-research" mode of management exists, in­
corporating feedback systems for monitoring 
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•	 PERSONAL G R O U N D RULES 
FOR C H A N G E A G E N T S 

•	 P r e p a r e for c h a n g e i n a c o n s t r u c t i v e w a y to m i n i m i z e the 

effect of setbacks 

•	 B u i l d s u p p o r t , or a " s c a f f o l d i n g " 

•	 Set real ist ic objectives 

•	 D o n o t w o r r y about obstacles 

•	 T e s t o n a s m a l l scale at first, if a p p r o p r i a t e , b y p i l o t 

p r o j e c t s 

•	 B e p o s i t i v e a b o u t the potential of the c h a n g e 

•	 K e e p a n e y e o n the e n d p r o d u c t 

•	 D o n o t take o n too m u c h c h a n g e at a n y one t i m e 

•	 R e t a i n a s e n s e of c o n t r o l of a l l , or at least p a r t of, the 

c h a n g e 

•	 M i n i m i z e other a r e a s of stress a n d p r e s s u r e i n y o u r life 

w h i l e u n d e r g o i n g c h a n g e 

•	 A c c e p t the i n e v i t a b i l i t y of c h a n g e a n d the i m p o s s i b i l i t y of 

a c h i e v i n g p e r m a n e n t stabil ity 
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